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ABSTRACT
PREPARATORY ELEMENTS TO
PROMOTE CONGREGTIONAL CHANGE
by
Oliver B. Dongell
Churches face change on a regular basis. Writing on the change process should
guarantee success. Reality proves otherwise.
The purpose of this research was to identify those preparatory steps that facilitate
change: leadership, vision, present assessment, strategic planning, establishing urgency,
and building support. A multi-case study was done involving a select group of pastors
who had experienced change. The research was a grounded theory study involving
focused interviews.
The results of this study showed that the preparatory stage was critical and more
important than specific steps, although most of the proposed steps were used. Emerging
results also noted that preparatory steps do occur simultaneously but not always and that
resistance can be reduced if proper preparation is done.
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CHAPTER 1
PROBLEM
Introduction
Preparatory change has been overlooked as a perspective, which would anchor
and drive the success of any change. Although I believe this practice is not negotiable
preparatory change does not seem to be self-evident in practices of ministers engaged in
change or always emphasized adequately in the literatures of organizational change and
development. Coming to this belief has been a gradual experience. Early in my ministry,
I recommended a candidate to fill the position of youth and music minister. The church
board asked questions I was unprepared to answer: “Have you checked his references?”
“How can we afford the extra expense?” “What will he do that we aren’t already doing?”
After what seemed like a never-ending meeting, the board did not approve my request.
As a pastor I love challenge and change, but on several occasions I have not done
adequate preparation.
This idea hit home with me when my district superintendent told me that most
ministers are two or three steps ahead of their congregation. That conversation piqued my
interest in the importance of preparing a group for change, but I still did not have a
solution.
My discovery happened as I was studying “change” literature and two other
concepts became increasingly noticeable. The first concept was that most change authors
address change as a process. A brief taxonomy of several authors in Appendix A shows
that even if authors see change in segments, they still address change as a process. Each
step is given somewhat equal emphasis. The second concept was Kurt Lewin’s “force
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field” theory. “The underlying theory states that before change the force field is in
equilibrium between forces favorable to change and those resisting it” (Miner 41). He
poses change as taking place when one of two opposing forces is stronger than the other.
Lewin writes, “Behavior depends upon the resultant of the forces” (Conceptual
Representation 175). Change only takes place when the obstacles to change are reduced
or removed.
At this moment I was asking myself if change is not a step-by-step, gradual
process of building strength but a preparatory front-loading of several elements. Maybe
success in change is putting preparatory elements in place that almost guarantee the force
field stalemate to move in a given direction. Perhaps the idea of giving preparatory
momentum is increased if several elements can be combined.
Change literature has contributed much to predict and explain the steps and
planning that must precede and continue through successful change. Change literature has
analyzed the particulars of change from varied perspectives. Lewin’s studies look at the
positive and negative forces in change. Robert Clinton proposes four steps as a bridging
strategy from the beginning to the completed change. John Kotter defines change as an
eight-stage process in Leading Change. Robert Heller views change as a three-step
process, further broken down into nineteen sub-steps of assessment.
God does ordain change, and pastors will continue to lead congregations through
change. A pastor who senses God’s direction, driven by the immediate need for change,
can often short-circuit the change process believing it should occur easily in a church
setting. Although prayer will assist a church in change and ample writing exists to teach
methodology, change is still difficult. I believe the key is in preparation for change.
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Analyzing the Problem
A fairly common scenario is a senior pastor witnessing the multiple signs of
God’s presence and blessing. The church is growing numerically. The sanctuary is over
90 percent full for the two morning services. Sunday school classes fill every available
room. New staff is needed, but no offices are available. The pastor has prayed about this
overcrowded situation and begins dreaming of a new facility. He or she does a quick cost
analysis and draws a rough sketch of a new sanctuary. With almost uncontainable
excitement, he or she presents this idea to his or her governing board and receives mixed
reactions of negativity and surprise. The following weeks are no more encouraging, and
he or she gradually begins to lose his or her love for ministering to this church.
The pastor’s dream was not necessarily wrong, nor was the board’s reaction
unpredictable. Many significant factors play a role in the process of change, but one area
seems to emerge as most critical. That area is the preparatory understanding of change
that will minimize the resistance to it. Both secular and biblical advice supports this
observation.
The Purpose Stated
The purpose of this study was to determine the necessary preparatory steps to
minimize resistance and to promote successful change. This study utilized secular
authors, contemporary Christian writers, as well as the Bible. The analysis of this reading
helped comprise a model used to determine research questions and propositions. These
questions/propositions were used to conduct a multiple case study using focused
interviews involving a select group of pastors.
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Research Questions
In order to fulfill the purposes of this study, the following research questions were
used.
Research Question #1
What are the preparatory elements that reduce resistance effectively?
Research Question #2
Are these preparatory elements more effective if used separately or together?
Research Question #3
Can resistance be reduced?
Definition of Terms
In this study, the principal terms are defined as follows.
Change
The best general working definition of change comes from Alan Nelson and Gene
Appel: “The word change means to cause to turn or pass from one state to another; to
vary in form or essence; to alter or make different” (xiv). Everett Rogers defines change
in this way: “Diffusion is a kind of social change, defined as the process by which
alteration occurs in the structure and function of a social system. When new ideas are
invented, diffused, and are adopted or rejected leading to certain consequences, social
change occurs” (7). In the context of this study, pastors who have experienced significant
change would refer to large church pastors who have experienced one or more of the
specific change criteria. Change refers, then, to any significant movement or shift within
the church and usually generates some level of opposition.
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Resistance
“Resistance is the ‘opposite reaction’ to change” (Herrington, Bonem, and Furr
90). William Bridges sees resistance akin to grief: “You can’t grasp the new thing until
you’ve let go of the old thing. It’s this process of letting go that people resist, not the
change itself” (15-16). The author who has best conceptualized resistance to change is
Lewin. Lewin explains that change is held in check by resistance. “Diminishing
resistance to change is usually the preferred approach to change” (Miner 41). “Lewin
considered the change process as having three steps: ‘unfreezing, moving to the new
level, and freezing at the new level’” (Marrow 223). Resistance refers to the opposition to
a given change or to any element that needs either to be moved or reduced for change to
take place. An assumption is that all significant change will meet some form of
opposition.
Preparatory Elements
Preparatory elements refer to the basic elements that minimize resistance. These
elements or steps are not on a timetable, nor do they always carry the same strength in
any change; however, they carry their greatest strength when understood prior to
introducing change and when used simultaneously. Placing these elements in a
preparatory stage is a new area of study, a definition does not exist, although several
authors realize their importance. “People aren’t in the market for solutions to problems
they don’t see, acknowledge, and understand” (Bridges 16). “In our experience, laying
the groundwork properly … is critical to the ultimate success of the change process”
(Herrington, Bonem, and Furr 29).
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Project
This research study sought to discover the effectiveness of change when correct
preparation is done. The first thought was to do a study on one church as it processed
change. This method would have been time consuming as well as limiting in that the
results would be based on only one study. The project evolved into a proposal to
interview several pastors so as to produce multiple perspectives, albeit, all be pastoral
perspectives. The assessment of how to produce the most unbiased and diverse opinion
added three more criteria: large church pastors, various denominations, and various
situations (sizes and locations). Participants were interviewed and information was
analyzed to find any emerging patterns connected to the purpose of this research.
This study was born out of both experience and progressive change. A pastor
must face change constantly, as well as initiate change. Experience has taught me that
change rarely comes quickly or easily, and successful change usually has had adequate
preparation. Some of the information from this study has already been used to help other
pastors, to train a church’s governing board, to ready staff to change strategies, and give
other leaders added insight.
The ministry application for change preparation is literally endless. The use of
preparatory change is as important to use in a building program as in changing the
children’s schedules. This study is also useful in financial planning or counseling
relationships. Change preparation is essential to successful change in all areas and allows
leaders to face these changes with confidence and optimism. This study focused on the
use of change preparation in the church or ministry settings but is easily applicable
outside these boundaries.
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The basic insight from this study is that correct preparation for change is wise,
beneficial, and increases the chances of success for any change by minimizing resistance.
Methodology
This was a “grounded theory” study promoted by Anselm Strauss and Juliet
Corbin but developed by Glaser and Strauss (Strauss and Corbin 6). This study is a
modified version of the multiple case study using focused interviews. “The case study is
preferred in examining contemporary events, but when the relevant behaviors cannot be
manipulated” (Yin 19). Careful attention was given to help ensure the accuracy of the
interviews.
Participants
The population for this study was a sample of ten large church pastors. This
project used a convenient sample of pastors in which participation was possible as long as
the participants had experienced one or more of the following changes: directing a major
building project (in excess of $2 million), adding another worship service, changing an
existing service to an alternate worship style, relocating a congregation, hiring a new staff
position, or experiencing numerical growth of one thousand or more. Large church
pastors were chosen because they represented the dynamics of change better and could
relate to change in both small and large church settings. Most large church pastors have
either served in small church settings at one time or have seen their church grow from
small to large. This composite of experience makes their perspective somewhat more
comprehensive. The demands of a large church usually increase the variety, intensity,
limits, and frequency of change; therefore, large church pastors bring a unique
observational perspective.
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Each of the participants have been highly successful pastors and are in churches
that range in attendance from one thousand to sixteen thousand. These pastors represent
different denominations and a variety of locations from urban to rural to college.
Context
This study had a dual context found in the project development and the locations
of the research. The context of the project was a personal journey that has formed
unanswered questions in the area of preparatory change, based on personal experience
and the reading of change literature. “Grounded theorists rely heavily on studying their
data and reading in other fields during the initial stage of research,” writes Kathy
Charmaz (96). The second context was holding the interviews at the individual church
locations of each participating pastor.
Grounded Theory Approach
The grounded theory method seeks to draw new insights from gathered data.
Phyllis N. Stern writes, “I think the strongest case for the use of grounded theory is … to
gain fresh perspective in a familiar situation” (116). Grounded theory was developed by
Anselm Strauss and Barney Glaser. In a recent book Strauss and Corbin define grounded
theory:
They mean theory that was derived from data, systematically gathered and
analyzed through the research process. In this method, data collection,
analysis, and eventual theory stand in close relationship to one another. A
researcher does not begin a project with a preconceived theory in mind;…
rather, the researcher begins with an area of study and allows the theory to
emerge from data. Although grounding concepts in data is the main
feature of this method, creativity of researchers also is an essential
ingredient. (12)
Grounded theory is thus concerned with data collection, data ordering and coding, data
analysis, and theory development.
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As grounded theory is a form of qualitative research, there are differences
between grounded theory and quantitative research that exist. Marie Coulter-Kern
reminds the reader that “[t]he focus is not on making statements about relationships
between a dependent variable and an independent variable, as is common in quantitative
studies, because its purpose was not to test hypotheses” (19). Coulter-Kern explains the
difference in traditional qualitative analysis and the grounded theory approach by the
method and purpose of testing. The former develops hypothesis and tests to verify
validity. Grounded theory repeatedly gathers data and analyzes the data until consistent
patterns form and theory emerges freely supported by the data collected (19). Stern adds
that three differences from quantitative research stand out:
The use of literature as opposed to the method of utilization of literature in
quantitative studies, the absence of numerical data, and the use of field
notes. In place of numbers, concepts are supported in the report by
examples from the field data. (124-125)
Yin suggests that statistical techniques are inaccurate because variables are unable to
display a variance (107).
Grounded theory stresses discovery. Although literature must give rise to the
focus of interest, theory is not predetermined, a priori; rather, data collection followed by
analysis leads to possible emerging results that lead to theory. The aim is to develop a
fresh interpretation of a research topic from a very realistic approach.
Instrumentation and Data Collection
Some grounded theorists have viewed instrumentation as a more appropriate term
for grounded theory analysis. Coulter-Kern writes, “The instruments used in data
collection are the researchers themselves. The experience that the researchers bring to the
study often enables them to pay attention to important behaviors and … differences” (27).
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This study recognizes that the interviewer, interview questions, and the interviews
themselves were all part of the instrumentation to produce and collect data. A
predetermined set of questions based on theoretical propositions was used in multiple
case interviews.
The interview questions, originally numbering sixteen questions (see Appendix
B), were piloted with three pastors. The pilot interviews were valuable in discovering the
most effective questions and reducing the number of questions. The three pilot interviews
were also useful in teaching the interviewer better technique in asking the open-ended
questions.
Personal interviews with ten large church pastors were held on-site at their
individual church locations. As William Wiersma notes, “The use of interviews has some
advantages” (185). The interviews were casual and open ended, searching for insights
from the pastors.
Accuracy of the responses of the participants was sought since the interviews
were the main source of data collected and analyzed.
A Biblical and Theological Perspective
This study is grounded in the belief that the Bible describes a God who
continually brings newness and change. God changes a heart, and a person becomes a
new creation. God uses new wineskins or methodology to deliver his message. God
reaches outside national boundaries, such as Jerusalem and Judea, to new peoples. God’s
message must move from the language of one people to the language of another. Change
is necessary in the work of God. In fact, resistance to change may be the greatest obstacle
Christianity and Christian leaders face.
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Many change concepts—preparation, obedience, and resistance—have biblical
basis. The Bible teaches the wisdom of being prepared. Joseph was divinely given ability
to know a famine was coming in seven years. The response was to prepare: “Take a fifth
of the harvest… and store up the grain” (Gen. 41:34-35, NIV). Proverbs address being
prepared: “Go to the ant, you sluggard; consider its ways and be wise! It stores its
provisions in the summer and gathers its food at harvest” (Prov. 6:6-8). Parables talk
about preparation, such as the parable of the sower. “A farmer went out to sow his
seed.… Still other seed fell on good soil, where it produced a crop—a hundred, sixty, or
thirty times what was sown” (Matt. 6:4, 7-8). The parable carries a spiritual lesson
concerning the good news being placed into the life of one whose heart was prepared.
Not only does the Bible emphasize preparedness; it shows the consequence. God destroys
the people of Noah’s day because they had not prepared their lives in righteousness (Gen.
6). If the priests did not prepare themselves by consecration, God promises to judge them
(Exod. 19:22). Jesus tells a parable of a rich man constantly concerned about his
possessions:
But God said to him, “You fool! This very night your life will be
demanded of you. Then who will get what you have prepared for
yourself?” This is how it will be with anyone who stores up things for
himself but is not rich towards God. (Luke 12:20-21)
The rich man was not prepared to meet God.
The Bible also shows a God who sees wisdom in being obedient as well as being
prepared. This dual concept of being prepared and being obedient in response is
important to a biblical understanding of change. Many who seek biblical support for a
change today look to God’s call to obedience. God told Abraham to sacrifice his only
son, Isaac, and Abraham obeyed. When God called Moses to go to Egypt, “Moses took
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his wife and sons … and started back to Egypt” (Exod. 4:20). God gave Joshua
instructions for defeating Jericho and he obeyed. Obedience is obviously in these
examples.
Resistance to change is also seen in the Bible. A classic example is the story of
the twelve Israelite spies. In this case preparation was done. The Israelites were at the
right place, ready to enter their promised inheritance, with the promise of God’s
assistance. Ten spies spread a negative report and the Israelites grumbled, resisted, and
rebelled. Even with everything ready, the nation resisted the next change God was
offering (Num. 13-14).
Scripture indicates God brings change and expects obedience. Scripture expresses
that part of wisdom is for people to prepare for changes in their lives. Scripture shows
that God helps through change. Scripture does not neglect to give examples that change
often is met with resistance. Outside of pure obedience to obvious directions from God,
the best choice is to prepare oneself adequately for necessary change.
From a theological perspective, the fundamental place of change in regards to
God’s work is in the lives of individuals. God changes people. He sets them apart from
society as people that bear his character through his divine ability. “For you are a people
holy to the Lord your God.… God has chosen you” (Deut. 7:6). “I am the Lord, who
makes them holy” (Lev. 21:23). Those whom God changes are to embrace a message that
represents him and his mission. Christians “must discover what it means to act faithfully
on behalf of the reign of God within the public life of their society” (Guder et al. 108).
“The church exists as community, servant, and messenger of the reign of
God.… To that world, the missional church is apostle—sent out on behalf of the reign of
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God” (110).
The theological idea of change is thoroughly rooted in Scripture. The Old
Testament calls for change with the words, “Be holy, because I am holy” (Lev. 11:45).
Jesus said, “Unless a man is born again, he cannot see the kingdom of God” (John 3:3).
“Jesus is here demanding from Nicodemus a thorough going change of life, a turning
around, as the precondition of seeing the kingdom of God” (Michel 185). The New
Testament declares, “If anyone is in Christ, he is a new creation; the old has gone, the
new has come!” (2 Cor. 5:17). This change results in serving God and can only be found
by knowing God. “The starting point in equipping the church for mission is the liberating
truth that God is the ultimate equipper: giving vision and gifts, empowering through the
Spirit’s presence, motivating and guiding” (Stevens 209).
The concept of new or renewed signifies a great change. A believer is a new
creation and “new creation is the glorious end … of God’s salvation” (Kittel 449).
Archibald Robertson describes renewal as “a radical change in the inner man,… the new
birth, the new mind, the new man” (402-03). A journey of “newness” that begins with
salvation progresses to sanctification. Baker maintains this newness “had some
application at conversion, but in entire sanctification it is applied to every part” (53).
Mildred Bangs Wynkoop adds that “[s]anctification is God’s method of healing a soul; it
is a means of renewing” (117).
This task of making new and renewing belongs to God’s spirit. Paul understands a
radical change to have taken place at the beginning point of conversion; it means a
complete reorientation. “This reorientation is directly tied to the work of the Spirit” (Fee
92). “Whatever else, the newly formed people of God are spirit people” (89). Believers
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completely understand why God’s church needs “a fresh wind and a fresh fire. We need
the Holy Spirit to transform” (Cymbala 22).
If nothing else believers should always have a newness. As John Wesley asserts,
“Therefore I believe he is creating me anew” (162).
Overview
Chapter 2 reviews selected literature and pertinent research. In a grounded theory
study, the literature does not produce theory or become an instrument to test theory. The
literature reviewed produces prior bias to the findings of the research. Three areas of
literature were surveyed. Secular change writers were studied first to gain perspective
from the business and organizational realm. Christian authors supplemented the study
with any nuances of perspective that the ecclesiastical world might observe. Finally the
Bible was consulted to add a scriptural viewpoint. The combined literature produced six
major themes or preparatory elements on which the first proposition was built. The
literature search also raised a question of the tandem use of preparatory steps and the role
resistance played in the success of change from which the remaining two propositions
were composed.
Chapter 3 seeks to provide a detailed discussion so this study could be replicated.
Leslie A. Andrews writes that if “Chapter 1 functions like an interstate road map, Chapter
3 functions like a state and county road map” (36). Chapter 3 offers an explanation of the
background and details of the research design as well as how data was collected,
analyzed, and developed.
Chapter 4 reports the research findings from the data gathered from the
interviews. Emerging results are presented in connection with the three research
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questions that this study originally proposed.
Chapter 5 provides a summary and interpretation of the results. Results are first
grouped within the parameters of the three research questions. Other emerging results and
findings are addressed subsequent to the immediate findings. The chapter concludes with
a summary, suggestions for further study, and personal reflections.
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CHAPTER 2
LITERATURE
Introduction
The purpose of this study was to identify the preparatory signs that facilitate
change and reduce resistance. Because writers structure the change process differently,
the preparatory steps are explained easily by working back from the broader subject of
change. Thus, this chapter moves intentionally and logically from the inevitability and
necessity of change to the various dynamics of change, and finally to the preparatory
stage of change.
The Inevitability of Change
Change is inevitable. Observers note that the only constant is change. Change
happens in many ways and in many areas. Technology advances. Bodies age. Today’s
governments and leaders become history. Nature changes seasons. Styles become trends.
Local concerns are now global issues. Change is constantly obvious. In a world that
changes, business and leadership advice also changes. In the church, beliefs in an
unchanging God and Scripture are acknowledged. While true, even the Bible has many
examples of change. “Whether we realize it or not, pure status quo is a myth” (Nelson
and Appel xiv).
Change in the Business World
The byword of the business world used to be “stay the course” or “if it isn’t
broken don’t fix it.” The driving thought was consistency. Today, as technology reinvents
itself faster than ever before, the advice is to “create a climate of change.” Several
writers, such as John Kotter, Peter Drucker, Robert Quinn, and Jeanie Duck, are the
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preachers of the principles of change revolution. Kotter writes, “By any objective
measure, the amount of significant, often traumatic, change in organizations has grown
tremendously over the past two decades” (Leading Change 3). Heller states, “Change is
the single most important element of successful business management today. To remain
competitive in increasingly aggressive markets, organizations (and individuals in them)
have to adopt a positive attitude to change” (5). Heller’s note that change has to be
personally adopted by the individuals within the organization is a critical step in the
success of change. Technological advances require adapting to operational changes, as
well as market changes. A stiff mandate is placed in the hands of leaders to develop
workers open to change when the very nature of humanity and the discipline of
developing good business routines to find a comfort zone seem to be at odds. Just as
professional sports teams trade players to find the perfect team makeup, businesses trade
methods, strategies, and workers to compete in today’s business world. Change is
unavoidable.
Change in the Church
The church can no longer expect to be effective if it refuses to change. “If
everything but the church is changing, we are changing too, because we lose our …
influence on society” (Nelson and Appel xv). In the past, the expectation within the
church was to let people come to the church if they wanted to come. Some came. Today,
less care to come, and the church needs to face a society that is different than past
generations. The good news is that churches that want to be effective can be. Doug
Murren says, “Deliberate paradigm management can allow a church to grow through
many thresholds without being jarred” (128).
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One factor with which the church must deal in change and leadership is spiritual
dimension. Henry and Richard Blackaby write, “Spiritual leadership is moving people on
to God’s agenda … while spiritual leadership involves many of the same principals as
general leadership, spiritual leadership has certain distinctive qualities that must be
understood and practiced if spiritual leaders are to be successful” (20). The discussion
revolves around the spiritual disciplines and character qualities a leader should possess.
The church must address change on several fronts. One is the method it chooses
to reach the unchurched. The church needs to make a paradigm shift in practicing the
command, “Go into all the world” (Mark 16:15), with an emphasis on “go into,” rather
than “come to us.” It is a shift in methodology, caring, and living out a call.
A second shift is coming in the area of quality ministry. This shift in no way
undermines the primacy of relationships and friendships. Because today’s world provides
more options, and people expect higher quality, churches must offer attractive and safe
ministries and facilities. Placing a class of two-year-olds in a tiny, isolated, musty, smelly
room in the basement with seventy-two year old deacon Bob will work no longer.
A third area of concern is technology in the church. Amidst the kicking and
screaming, the church is progressing. Very few churches are without microphones,
speakers, and office upgrades. Again, to connect with today’s culture requires upgrades.
A fourth area of accountability that is calling for change is the area of business
and financial integrity. Good stewardship requires practicing good business with money
God has entrusted. Business and financial integrity is one of the best ways to win a
hearing by those skeptical of the church.
Although change typically occurs slowly in the church world, the reality is this:
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Failure to make the continual necessary changes will force painful, monumental changes
further down the road.
Changes in the Bible
Even though preaching accurately acknowledges the unchanging nature of God
and the immutability of the Scripture, change is clearly evident in the Bible text. God’s
character does not change, but the consistency of his character sometimes requires that he
change his expected judgments, as with Nineveh. “When God saw what they did and how
they turned from their evil ways, he had compassion and did not bring upon them the
destruction he had threatened” (Jon. 3:10). Earlier in Scripture, the story of God places
humans in a perfect place called Eden, only to banish them because of disobedience. This
action introduced a change in the status of humans—a fallen state. Paul explains to the
Romans that “sin entered the world through one man and death through sin, and in this
way death came to all men. The result of one trespass was condemnation for all men”
(Rom. 5:18). The result of sin entering the world means that each person must personally
change his or her beliefs and lifestyle. Belief in Christ allows one to become (or change
to being) a child of God. Such a decision requires change from the previous lifestyle. One
must put to rest the old self and its practices and put on the new self. The very process of
repentance means to change one’s mind and thus one’s ways. Many other changes are
mentioned such as God’s directional change, change of residence from earth to heaven,
and the change from a physical to a spiritual body.
As noted, change is both evident and inevitable in all areas of life. Change is not
an isolated occurrence. Change continues to happen everywhere. If change is a given,
then wise practice would be to help make the right changes occur effectively.
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Dynamics of Change
Much about change is unpredictable, but much is predictable. The predictable
nature of change is what I wish to find and grasp. The very notion of change suggests
surprise and uncertainty. To be sure, those elements are always evident. Many have been
observant students of transition in both planned and random situations. Jim Collins notes
this uncertainty as he writes, “The good-to-great companies had no name for their
transformations. There was no launch event, no tag line—no programmatic feel
whatsoever. Some executives said that they weren’t even aware that a major
transformation was underway” (169). Much, in turn, has been written from different
perspectives about the dynamics of change. Three important dynamics in change are the
various models of the change process, theories of overcoming resistance, and time
necessary to change. These different dynamics flavor the process and give it the
noticeable distinctions that help predict higher transition success.
Models of Change
A model of change breaks the change process down into its essential components.
A survey of ten authors shows the change process broken down into as few as two broad
categories or as many as nineteen specific categories.
To illustrate the breadth of instruction on this topic and show the variety of steps
suggested, I have divided the change categories into three phases: initiation,
implementation, and consolidation. The various authors had a combined list of over
twenty-five subcategories under initiation such as understanding oneself, showing
continuity to the past, evaluating the people and the situation, and establishing urgency.
The suggestions for implementation totaled fourteen. In this phase one might find
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ideas like communicating the vision, assigning responsibility, empowering leadership,
and focusing on results.
The third category, consolidation, had twelve topics that included monitoring
progress, reviewing, reinforcing momentum, and institutionalizing change through
policy.
A great variation of opinion on change exists. Some authors focused on overall
change, while others had a heavier focus on the beginning or end of the change process.
Three observations were worth noting in the survey of change authors. The first
point of interest, which is also the subject of this dissertation, is that by far the greatest
amount of attention given to the change process was to the initial phase of change. For
some authors, the change process rested almost entirely in the preparatory step to change.
Clinton writes, “The real problem is not the good ideas but the concept of how to
introduce change” (4). The second point of interest was the magnetic appeal that the
change models of Kotter and Rogers had on the other authors. Other authors modeled
their processes from Kotter’s and Roger’s change models. They seem to be major
influences in the field of change. The third observation is the consolidated areas of
interest of all the authors in the initial phase of changes that were the major source of this
dissertation’s preparatory steps to change. Those six areas were leadership, vision,
assessment of the present, strategy, urgency, and the building up of support.
Theories of Overcoming Resistance
All change faces opposition. John Maxwell writes, “Resistance to change is
universal.… [I]t seizes every generation by the throat and attempts to stop all forward
movement toward progress” (Developing the Leader 46). Leaders need to know and be
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committed to the vision—the ultimate outcome. Jim Collins and Jerry Porras challenge us
to change only what is necessary: “In truly great companies, change is a constant, but not
the only constant. They understand the difference between what should never change and
what should be open to change” (220). It also requires the leader to understand the reason
for resistance and to know the strategy options available to minimize the opposition.
Seven approaches to overcoming resistance are discussed here. Often these approaches
work in partnership with one another.
The “force field approach” is a product of the research of Lewin suggesting that
“change can be viewed as a result of the shifting balance of forces that are working in
opposite directions.... [I]n other words a situation is not changing … because forces
restraining change are balanced out by forces pushing for change” (Clinton Appendix G2). Changes result from changing the balance of forces either to increase the one,
decrease the other, or a combination of both. According to Lewin, the force field is often
a combination of factors, such as leadership, programs, relationships, organizational skills
and heritage. Therefore, the target or targets to change the balance and thus effect change
may be one of several factors in the force field but not necessarily every factor. Change
occurs when the driving forces are stronger than the restraining forces. This approach
may incorporate several of the following approaches.
The “necessary support approach” suggests that change can be successful as long
as one has a critical mass of people supportive of change. Before the change is
implemented, George Bullard says, “7 percent of the key leadership and a combined 63
percent of the group needs to be on board” (13). Nelson and Appel agree, “For any
significant new idea to become adopted, it must first be accepted by a critical mass of the
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opinion leaders” (78). Robbins and Finley studied change based on personality types and
found 20 percent can be easily motivated to change (Nelson and Appel 83). Kotter says,
“A majority of employees, perhaps 75 percent of management overall, and naturally all
of the top executives need to believe that considerable change is absolutely essential”
(Leading Change 48). The key to this approach is to build support previous to actual
implementation of change.
The “multiple appeal approach” offers different ways to attract the support of
people. People view change differently based on an issue or a combination of ingredients
that help form their perspective. Things that affect a viewpoint could be a connection to
heritage, a friend’s opinion, the necessity of change, one’s economic situation, one’ age,
or one’s personality. This approach invests in getting everyone to the goal. An example
would be going to the top of a mountain and choosing whether to travel by tram, by car,
or on foot. Various travel options arrive at the same destination.
The “voice of God approach” delegates the mandate for a change to God. In the
church realm, one would hope that all significant change has God’s blessing, but this
approach specifically positions God as the driver of a change. One survey among a group
of pastors identified sensing God’s blessing as a critical factor to succeed in change
(Dongell). For some a message attributed to God would be highly motivating, and for
others red flags of skepticism would be raised. The advantage of this approach is the
belief that if God is for change, no one can be against it. The first concern with this logic
is that even if this change is God’s plan, one still has to have followers and support. The
second concern is asking if the change is truly God’s plan and not a misuse to fulfill a
human desire. Still great comfort exists to many when the leader can announce with
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confidence, “Friends, I believe this is what God wants us to do!”
The “continuity approach” to reducing resistance would show that no significant
sacrifice of one’s past, foundation, or purpose would occur in the suggested change.
Murren writes, “Certain traits in existing paradigms can often be identified as important
stepping stones toward the future” (152). He continues by noting, “[A]n innovative leader
could give the church a goal for the present that is consistent with the past” (153).
Some people simply need to be assured that the basics will not change. Perhaps the
greatest word of advice is to be creative and ponder ways to convincingly demonstrate
and prove that the continuity of essentials will remain secure.
The “time approach” acknowledges that resistance often decreases given
sufficient or extra time. Rick Warren writes, “Don’t rush through the process” (96).
Change becomes less threatening and more friendly the longer it is examined. Of course,
one can wait too long, but people need time to process change. “As the amount of time
required to implement the change increases, the better the chances are for implementing
change at a natural, appropriate rate” (Nelson and Appel 184). Change takes more time
than one thinks. If a leader were guaranteed that dreams would be realized if he or she
would wait one more week, one more month, or one more year at a certain point in the
change process, he or she would easily justify the wait for success. Overall, an impatient
rush often reduces support and adds stress.
The “preparatory approach” implies that the more areas one effectively plans and
has in place prior to implementation of a change, the lower the resistance will be. In fact,
this planning is foundational for this dissertation. Dr. Clinton’s strategy agrees: “An
anticipatory method of leadership has the best chance of being effective in implementing
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change” (I-5). Several of the previous approaches for reducing resistance might be
included. This approach requires essential evaluation and assessment of the problem, the
change climate, the solution, and the plan. Questions are asked up front. Clinton says,
“Christian leaders must learn to think far beyond” (I-9). The logic is obvious. The more
that uncertainty is removed, and the clearer the plan, the easier one finds building support
and reducing opposition.
Time Required for Change
A final dynamic that affects change is that it takes time to transpire, and usually it
takes longer than desired. Even simple change is not quick. Murren writes from
experience when he states, “We have discovered that it takes us at least six weeks to get
across even the simplest announcement to the entire church” (159). In the book Leading
Congregational Change, the authors’ research indicates that “the transformation of an
existing congregation is never a quick or easy process,… but a realistic figure for
comprehensive transformation might be five to seven years, or sometimes longer. By
comprehensive, we mean deep changes” (Herrington, Bonem, and Furr 12-13). The
findings of a change taking seven years is interesting because Bullard reports that a “new
church vision has the ability of lasting 7 to 9 years” (9). This finding might suggest a
critical cycle that not only needs five to ten years to incorporate a new vision but that a
subsequent vision is due to be started every five to ten years. Bullard also notes that a
church in decline, depending on the stage of decline, will require anywhere from six
months to five years to change. The average change is usually eighteen to thirty-six
months (10). Kotter also urges the exercise of caution when considering quick change
because “business transformation can become a huge exercise that plays itself out over
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years not months” (Leading Change 143). Kotter adds that the final stages of
consolidating change “can become a decade-long process” (143). Lyle Schaller puts the
time element of change in perspective: “In normal times and under normal conditions the
pace of internally motivated intentional change tends to be slow. During a crisis, it is
relatively easy to accelerate the pace of change” (64). A church leader once shared with
me that when formulating future plans and dreams, pastors were usually two to three
steps ahead of the people and wanted to move too fast. What he helped me to understand
was that first one has to get as many on board as possible, and, second, one had to give
the change process time.
Preparatory Change
This section addresses the necessity of preparatory change. Change is a part of
ministry and cannot be ignored:
Change is relentless and a constant companion. There are changes God’s
spirit initiates, and the failure to accept them results in being left behind in
a movement of God. There are changes that are cultural, and we must be
able to read them and then redeem them. Spiritual leaders are change
managers. (Schmidt, Ministry Momentum10)
If change cannot be ignored, making wise and successful change becomes necessary. The
preparatory aspect of change becomes the best guarantee of success.
Proper preparation for change does have a marked effect on the change success.
The first time this realization gripped me was when my district superintendent, Dr.
Steven Babby, stated, “Pastors want change, but they move so fast people are not ready.”
In other words, the right preparation needs to take place. As stated previously, a survey of
several authors indicated more emphasis was placed on planning for change than on
implementing or consolidating change. Heller separates planning for change into ten
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categories. Clinton outlines a four-point strategy to change: analyzing people resources,
assessing the change climate, determining the solution, and forming a bridging step or
strategy. Incredibly, this model is all about planning. Clinton writes, “A bridging strategy
is an anticipatory method of leadership which had the best chance of being effective in
implementing change” (I-5). Jim Herrington, Mike Bonem, and James Furr explain,
“[L]aying the ground work properly is critical to the ultimate success of the change
process” (29). They continue with a strong warning: “If leaders cannot or will not make
the time to prepare adequately for transformation, they should not continue any further
with the process” (30). As Kotter explains, one of the reasons for failure is because
leaders are skipping the preparation for change. “Truth is, when you neglect any of the
warm-up, or defrosting activities,… you rarely establish a solid enough base on which to
proceed” (Leading Change 23). The argument for strong, adequate planning is
overwhelming.
William LaSor illustrates preparation in a biblical context:
First of all, there was preparation. Few men if any, step into responsible
positions without preparation. Sometimes in our shortsightedness we seem
to get the idea in regard to Bible characters that they come on the scene
ready-made, full prepared … but if you read more carefully you will find
that usually—I think we could even say always—there is a period of
preparation. (69)
Preparatory change is not a practice that can be ignored if change is to be successful.
Six Preparatory Change Elements
Preparation for change is clearly critical, and six elements need to be addressed.
Bullard says, “The number one reason that change and transition efforts fail in
congregations is that they do not engage in readiness activities before they launch a
change or transition process” (12). The six preparatory elements are leadership, clear
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vision, a present assessment, a strategic plan, urgency, and support. Each element is
examined from a secular, Christian, and biblical perspective.
Leadership
Leadership is arguably the most important element. Nelson and Appel write, “The
primary reason improvement issues fail or succeed is leadership. While leadership is not
everything, it is by far the most important single factor in effective improvement
processes” (100). Whether leadership represents one person or a team, this factor is most
responsible for the other preparatory elements (and eventually for the desired change) to
be orchestrated effectively. Collins agrees, “We expected to find that the first step in
taking a company from good to great would be to set a new direction, a new vision and
strategy for the company.… [W]e found something quite, the opposite” (41). Collins
continues, “The main point of this chapter is not just about assembling the right team—
that’s nothing new. The main point is to first get the right people on the bus (and the
wrong people off the bus) before you figure out where to drive it” (44). No substitute
exists for getting the right leadership in the beginning.
Secular. The gurus of organizational and corporate change are not hesitant about
the importance of good leadership in change. In A Force for Change, Kotter says,
“Leadership produces change. That is its primary function” (35). Quinn suggests a cycle
of leadership growth. As leaders fare new paradigms, they must choose to wrestle with
new uncertainties. Facing new challenges requires leadership skills to be stretched and
honed. Success enables a leader to inspire others. As one leads, one validates and
strengthens one’s ability for the next opportunity (46-47).
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Deborah Meyerson’s assessment summarizes the comments:
Tempered radicals inspire change. Yet, their leadership resides equally in
their capacity to inspire people. They inspire by having courage to tell the
truth even when it is difficult to do so, and by having the conviction to
stay engaged. Their leadership inspires and matters in big and small ways
every day. (176)
All of the change authors recognize that good leadership is one of the top requirements
for success in change.
Christian. George Barna’s research prompts, “In this time of unprecedented
opportunity and plentiful resources, the church is actually losing influence. The primary
reason is the lack of leadership. Nothing is more important” (18). Herrington, Bonem,
and Furr assert that the most effective transformational leaders have mastered the art of
leadership (13). No one has been more visible in church circles than leadership author
Maxwell. Maxwell writes that “[e]veryone talks about it; few understand it; most people
want it; few achieve it.… I have come to this conclusion: leadership is influence”
(Developing the Leader 1).
Both secular and Christian authors recognize that sometimes a collaborative team
is a necessary choice over an individual’s leadership.
Biblical. From a biblical perspective, leadership skills and dependence on God
are combined in a competent leader. Skills may vary from one leader to the next, but
dependence on God never changes; therefore, one understands that Paul’s leadership
stemmed from his Old Testament training as a Pharisee and from knowing Christ. His
confidence as a leader expanded as a result of his experience with Jesus on the road to
Damascus. He saw how Scripture pointed to Christ. Perhaps nowhere was the radical
break with the past clearer. “In his view, while still instructed by the Hebrew scripture he
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was no longer under the law covenant but rather now under the law of Christ”
(Witherington 52). Merrill Tenney explains, “He could not escape the conclusion that
Jesus was alive, exalted, and in some manner to be associated with God, the Father,
whom Israel worshipped” (631-32). This realization was a turning point. Paul confessed
to King Agrippa that Jesus had appointed him and he was obedient (Acts 26:16-20).
Being obedient is significant because that admission implies that even though Jesus
himself chose Paul, he had to embrace the call. One sees the daring boldness of Paul to
respond. “This is the full and true ordination to Christian discipleship” (Luccock 157).
The leadership process moves into continued relation with Christ. In fact, William
Willimon points out that a “personal experience of the risen Christ is the bedrock upon
which faithful witness is built” (180). In Acts 26:22, “he was compelled by the Spirit.”
The original language has the idea of being given up to or yielded to the Holy Spirit.
Salter writes that Paul was continually in contact with the Holy Spirit (Salter 175). Paul’s
leadership was heightened when the Holy Spirit was present in his life. “The Spirit … as
an empowering reality was for Paul and his churches the key” (Fee xv). Paul exemplified
leadership as a believer. He used his skills to effect change while depending on God to
refresh, give vision, and empower.
Clear Vision
All change authors recognize the need for a clear vision even though they may use
different terms such as result, goals, solution, or necessary change. Vision becomes the
heart of the leader. This vision helps set in place the strategy and becomes a motivation to
those involved. It has an important place as a preparatory element because it has to be in
place before action to change can be planned and, thus, is one of the top elements in

Dongell 31
preparatory change. Andy Stanley describes vision as “[a] preferred future, a destination,
vision always stands in contrast to the world as it is. Vision demands changes. It implies
movement. But a vision requires someone to champion the cause,… [v]ision requires
visionaries” (18).
Secular. Heller writes, “The clearer the objective, the better the plan” (16). He
continues, “If managers do not know where they are going, they cannot change to get
there. Establish these start and finish points as a first step” (16). Business leaders know
how important vision is because a company’s profits often depend on vision. Kotter
notes, “Vision is a central component of all great leadership” (Force for Change 68). He
goes on to explain that a good vision does three things: clarifies direction, motivates in
the right direction, and helps coordinate actions. Business literature is more open to the
idea that the vision is a general direction and may be adjusted along the way.
Christian. The vision is not necessarily the enemy of the traditional; instead, it is
a new method. Schaller comments that “the innovator is not an opponent of the old; he is
a proponent of the new” (55). A clear vision is something that resonates well in the
Christian community. Vision is the ability to give people a picture of the future in the
present. Murren writes, “The most effective congregations will be those that can state
clearly what they will be in the future” (183). For Christians, the vision is more easily
captured because their biblical roots parallel a divine direction. Bill Hybels explains what
vision means to the pastor: “Vision is at the very core of leadership. Take vision away
from a leader and you cut out his or her heart. Vision is the fuel that leaders run on.… It’s
the fire that ignites the passion of followers” (31). Vision has become a requirement for
leaders to enact change.
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Biblical. Abraham had only a vague vision. A few promises became the
unrelenting drive inside of Abraham. Leon Wood writes, “We may be sure that he would
have much preferred to remain in surroundings he knew,… but he responded to God’s
call, and this response is an indication of remarkable faith” (42). The key to Abraham’s
response lies in his grasp of a vision.
Paul had a vision—to change the world. To accomplish this vision, Paul would
preach the gospel. “It was his persistent ambition to preach the gospel” (Meyer 32). “The
first glimpse we have of Paul … is as a preacher. The last glimpse is the same” (Lockyer
223). Acts 9:15 says Paul would “carry” Christ’s name instead of preach. John Bengel
suggests it signifies “an arduous, noble, or blessed service” (810). This concept connects
the idea of a chosen instrument bearing its contents. Albert Barnes adds, “It is used to
denote the … agent which God employs to convey … or communicate” (160). One sees
Paul preaching and proclaiming Christ throughout. Essential elements of the gospel
message would include the resurrection of Christ (Acts 17:18), Jesus as God’s son (Acts
9:20), Jesus as the Messiah (Acts 9:22), repentance and turning to God (Acts 20:21;
26:20), belief (Acts 13:39), and forgiveness (Acts 13:38). This message of salvation
becomes the inevitable necessity for Paul because he knew God’s plan through Scripture.
Paul preached to accomplish his vision.
Paul preached the gospel. Joshua conquered a foreign land. Moses led a nation to
freedom. Noah built an ark. All had a vision built on obedience.
Present Assessment
Assessing the present situation allows the leader great insight in developing a
strategy and in knowing how to lead and motivate. Assessing the present is not always
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simple because several questions need to be analyzed. A good leader must ask himself,
herself how bad the present situation really is? He or she must determine if the people are
favorable to changing this pattern. The leader must know the steps it takes to get the
church from the present to its goal. Wise leadership will need to know the existing
situation before change is tackled.
Secular. Heller notes, “If they do not know where they are, they cannot start on
the right road” (16). The corporate world understands that “the starting point of any
effective change effort ... is a clear definition of the business problem. Problem
identification answers the most important question that affected personnel want to know:
Why must we do this?” (Harvard Business Essentials 33). Duck clarifies a little more:
“The leaders must thoroughly diagnose the condition. They have to determine what is
causing the stagnation and assess how bad it is” (62). Rogers says in the innovation
process a time for “information gathering, conceptualizing, and planning are necessary”
(392). Assessment is a critical area of examination to be well prepared for answering the
questions and for reasoning with those in opposition.
Christian. Ronald Havelock recommends conducting a good diagnosis of a
problem: “Change agents should probe deeper for the underlying causes of problems.
Diagnosis must precede solution giving” (qtd. in Clinton 2). Christian writers often
emphasize assessment in terms of traditions and the past:
Understanding where we are at the present is a preliminary must for
thinking about introducing change. Effective change agents must develop
a sensitivity to situations. They must be able to identify factors that will
play a significant role in any bridging strategy. (I-13)
The better the present condition is understood, the easier to relay a good rationale for the
vision and to tie both the past and future together.
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Biblical. The Bible gives different accounts of God assessing a situation such as
the time he told Moses that he had been evaluating the condition of his people: “I have
indeed seen the misery of my people. I have heard them crying” (Exod. 3:7). Other times,
leaders took account, as Nehemiah did when he examined the condition of the Jerusalem
walls. Wood describes the situation, “Nehemiah set himself quickly to the task.…
[W]ithin three days he made a secret, nocturnal inspection of the walls to determine their
exact condition. Apparently he wanted firsthand knowledge that he might make the most
effective plan of action” (400). At times the Bible expects an obedience to serve without
preparation, as Jesus sent out his disciples with no money or extras. In these cases, the
assessment is not on the situation but on the obedience of the heart.
Strategic Plan
The strategy or strategic plan is the road map from the present assessment to the
clear vision. One must identify a way to get there. This plan cannot be an item up for
planning once change is implemented. One must think thoroughly through the process. A
leader does not have room for setbacks and risks for demoralizing the group because the
plan is faulty. Again, the preparatory necessity of this element is seen. Herrington,
Bonem, and Furr write, “Planning should be a central process for facilitating
congregational transformations” (123).
Secular. The business writings lean more heavily on details in this area. For that
reason, the writing sometimes feels cumbersome. Nonetheless, one sees the wisdom in
advice such as, “Create a detailed action plan. Keep it clear and concise, making use of
visual methods of planning and scheduling” (Heller 30). Duck writes, “The vision must
be articulated and the overall plan sufficiently detailed so it can be understood and
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executed by others” (93). Perhaps this step is most open to revision during the change
process. Initially, the details are easily used to answer questions and to motivate.
Eventually, the details will be tested, open to revision, and then clarified. Recounting the
leadership of President Lincoln, Donald Phillips writes, “Lincoln realized the attainment
of a successful outcome had to be accomplished in steps. So he constantly set specific
short-term goals that his generals and cabinet members could focus on with intent and
immediacy” (110). Leaders at all levels recognize the necessity of a strategy.
Christian. Clinton does a good job stepping through the strategy. “This helps us
pinpoint what actually may happen. It is a preliminary assessment of the actual changes,
including the implications and ramifications” (I-11). The corporate world is a better
example than churches are in this area of planning. The church tends to lose focus due to
unanticipated changes and loss of focus. A well thought-out plan will build confidence in
a church. Gary McIntosh echoes this thought with more intensity: “The greatest lesson I
have learned is that it is important to have a plan for the future. The final question to be
faced is always, where to from here?” (169).
Biblical. In studying Paul’s ministry, his plan making is evident. As Paul gained
experience, he set his own directions. This planning is not an independence from God but
leadership that God continues to affirm. So Paul sets the course for his second (Acts
15:36; 16:4) and third (Acts 18:23) missionary journeys. His plan seems intentional to
target key locations when one reads, “We traveled to Philippi, a Roman colony and the
leading city of that district of Macedonia” (Acts 16:12). Barnes also notes strategy:
The attention of the apostles was early and chiefly directed to cities, as
being places of influence and centers of power. It may be added that the
first churches were founded in cities; and the most remarkable success
attended the preaching of the gospel in large towns. (185)
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Being a man of action and extensive travel, did not deter from feeling the necessity to
plan.
Other hints are left concerning Paul’s planning. If no plan existed, they would not
have been able to write about “the work they had now completed” (Acts 14:26). Again, a
plan is called for if Paul is to “finish the work the Lord Jesus gave me to do” (Acts
20:24). Paul also seemed to know when to change plans when they were no longer
feasible: “[S]o they shook the dust from their feet … and went to Iconiium” (Acts 13:51).
Paul understood the need both to plan and to depend on God.
In the biblical setting, total dependence on God does not absolve the church from
planning. The Bible leaves ample evidence that planning is a mark of careful leadership.
Establishing Urgency
The fifth preparatory step is to create a sense of urgency in regard to change.
Before moving on to the sixth element, building support, one must sense a need or reason
to change. Whether the need to change is obvious or unseen is not important; the fact still
remains, people have to feel the need to change.
Secular. Kotter says that most people undertaking major change understand “the
enormity of the task, especially the first step: establishing a sense of urgency” (Leading
Change 35). Establishing urgency is so important to Kotter that it is the first step in
change. Establishing a sense of urgency is crucial to gaining needed cooperation. Kotter
and Schaller both agree that urgency facilitates change, although their use of urgency is
different. Where Kotter places urgency as an inside pressure point, Schaller sees urgency
occasionally created by external situations. Schaller suggests a similar correlation in
crises (times of urgency) to produce change:
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During a crisis, it is relatively easy to accelerate the pace of change. The
obvious point is that during the period of a perceived crisis, the pace of
change can be speeded up tremendously. It matters more that a crisis is
perceived than whether a crisis actually exists. (64)
The events of stockpiling supplies around Y2K certainly substantiate the urgency created
based on the perception of a crisis.
Christian. Christian writers repetitively affirm the need for the church also to
sense an urgency to change. Bullard says, “Change and transition does [sic] not generally
occur without a strong sense of urgency. The pastor and other initiating leaders need to
develop a clear understanding as to why the congregation needs change” (13). Bullard’s
advice is based on extensive study of many churches. Herrington, Bonem, and Furr add
even greater validity to this subject as they studied several churches within a district.
Herrington, Bonem, and Furr state, “Urgency is absolutely necessary in congregational
transformation” (34). “It creates a driving force that makes the organization willing to
accept change and to challenge the conventional wisdom” (35). Urgency is obviously
important.
Biblical. Urgency is found throughout the Bible. Abraham pressed the angel with
urgency to spare Sodom and Gomorrah. Moses called a sinning people to make a choice:
“Whoever is for the Lord, come to me” (Exod. 32:26). Joshua challenged the nation years
later: “Choose for yourselves this day whom you will serve” (Josh. 24:15). After Peter’s
sermon at Pentecost, the crowd was so convicted that they asked, “What shall we do?”
(Acts 2:37). Paul writes to the Corinthian church and says, “Now is the day of salvation”
(2 Cor. 6:2). In the biblical realm as well, one sees that God is not satisfied with the status
quo or anything short of his expectations. Scripture addresses the need with urgency.

Dongell 38
Building Support
The sixth preparatory element is building the support of leaders and other people.
As noted earlier, a sufficient level of support is essential before change can be
implemented. The advice ranges from involving people to building a coalition, literally to
reaching a specific percent of support before enacting change. One needs to have people
supporting any change.
Secular. Change cannot be effected apart from people. Simply stated, a leader
cannot produce change without support. William Joyce speaks to the ideas of
relationships and building a coalition when he writes, “No manager can hope to be smart
enough to create the types of organization that are needed without the legitimate
involvement of everyone in the organization” (23). Kotter illuminates the need to build
support in connection with creating urgency. Urgency is the basis for building solidarity
and support for change. Without support, an organization is plunging ahead precariously,
with a high probability of failure (4). The business world leans more to building a strong
team among employees before and during change. They realize the importance of getting
people working to support a transition. Walter Bennis and Burt Nanus explain the need
for support, “A vision cannot be established in an organization by edict, or by the
exercise of power or coercion. It is more an act of persuasion, of creating an enthusiastic
and dedicated commitment” (107).
Christian. “Relationships are the key to any change situation” (Clinton 2). In the
church setting, emphasis on people relations and people support is expected. Leighton
Ford notes, “[A]s Jesus touches the problems of people, he is also creating a band of
followers” (75). Even among believers, the need to build both camaraderie and
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excitement exists. Herrington, Bonem, and Furr conclude “that urgency is absolutely
necessary in congregational transformation. Urgency is a positive driver for change” (34).
Although Christians recognize the need for a good people connection, they also
acknowledge that some change will happen with a new group and not the old group. In
essence, people relationships are still required, but perhaps with a different group of
people.
Biblical. The message of the Bible concerns people. God created people, and God
loves people. God sends people to share his message with other people. God wants a
people that will embrace him and follow him. God is concerned about followers. One
aspect of Paul’s ministry that demonstrated his concern for making disciples was the
extent he was willing to go to reach people.
Paul says, “I have become all things to all men so that by all possible means I
might save some” (1 Cor. 9:22). Paul also sacrificed time. When King Agrippa asked
Paul, “Do you think you can persuade me to become a Christian in such a short time?”
Paul responded, “Whether it is a short or long time, I pray to God that not only you but
every person listening to me … would be saved” (Acts 26:28-29). The same disregard for
the length of time to produce results is seen in the time periods he spent in cities. In
Iconium, Paul “spent considerable time” (Acts 14:3). In Greece, “he stayed three months”
(Acts 20:3). At Ephesus, Paul stayed two years (Acts 19:10). If any significant change is
to be made, people must be brought together. Support must be built.
Combining Preparatory Change Elements
Since this study focused on the use of preparatory steps to reduce resistance, one
of the questions that arose was whether the steps could be used together. If the steps
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could be used in tandem, they could increase the chances of success.
I believe combining elements of change early in the process will help guarantee
success. “Lewin suggested that change can be viewed as a result of the shifting of the
balance of forces that are working in opposite directions” (Clinton G-2). The greater the
forces in favor of change, the greater the chance of change. The more preparatory steps
that are engaged simultaneously, the more easily change will occur. In regards to the
eight stages Kotter endorses, he says they “normally operate in multiple phases at once”
(Leading Change 23). The idea of simultaneous steps is suggested. Even though each
element may not carry the same weight as another, the overall driving strength and
momentum of the change is multiplied. Collins sees momentum in change as each step
building on another. “It was all of them added together in an overall accumulation of
effort applied in a consistent direction.… Good to great comes about by a cumulative
process—step by step, action by action, decision by decision” (165). Collins quotes one
interviewee as saying, “It was a whole bunch of interlocking pieces that built one upon
another” (168). Although Collins explains this mutual support somewhat differently, he
does suggest that the cumulative steps, some foundational, some working together,
achieve the desired result.
The other aspect of combining preparatory steps, besides reducing resistance, is
that they are poised to happen simultaneously. In the preparatory stage, each of the major
steps—developing leadership, producing a vision, forming a strategic plan, etc.—are all
of necessity, beginning to materialize and give direction. The picture that seems workable
is identifying the steps early and using them together to effectively promote successful
change effectively.
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Conclusion
Research backs up the concept of preparing for change. Just as the church is
called to action and mission, it cannot be haphazard. Even more crucial is the foresight
prior to change to make the change process work.
Three dynamics of change—the different models, resistance, and time required to
change—have been explored. Each dynamic adds its own influence on the outcome of
change.
The emphasis on and the necessity of the preparation for change was discussed.
Change literature often suggests a change process that is dependent on a strong
beginning. Various authors acknowledge that success in change has many factors, but
good preparation is indispensable.
The six preparatory steps chosen were leadership, vision, present assessment,
strategic planning, establishing urgency, and building support. All six areas have
appeared in change literature by secular authors, Christian authors, and biblical texts. All
are crucial areas when planning change and can help offset the resistance to transition.
An explanation is offered here, as to whether a distinction exists between change
elements in the preparatory stage and the change process. Depending on the specific
change element, one finds either a close consistency or a more complex element. Some
elements such as leadership are established early and remain in a fairly consistent role
after change has been initiated. Other elements such as the change strategy develop into a
more complete stage. In the preparatory stage, the change strategy is embryonic, yet
established in sketch form. When the strategy becomes the road map of the project, it is
expanded, complex, and detailed but does not come as a surprise because of earlier
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introduction. This process is similar to a builder seeing a prefabricated building in
modular units and then bringing the units out in the right sequence.
Finally, the topic of the simultaneous use of preparatory steps was explored as a
possible measure to enhance the success of change and reduce resistance. Little has been
written in this area although it appears to be a beneficial practice.
This study of change literature, along with personal hunches, formed the basis
from which the research questions were developed. Ideas were developed, but theories
were not developed to be tested. In grounded theory this material became directional for
gathering data and allowing that data to produce emerging theory.
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CHAPTER 3
METHODOLOGY
Introduction
Chapter 3 is devoted to providing details of the study for further verification or
duplication by other researchers. Further discussion of the research questions and the
profile of the participants are the groundwork. Discussion of grounded theory method,
specific steps chosen, and a look at the reliability of this study finish out this chapter.
Purpose
The purpose of this study was to research the preliminary and preparatory
elements of change that would facilitate the change process in a church setting. An early
assumption was that church leaders often omit the initial groundwork that in most cases
would enable successful change. The goal was to identify these critical preparatory steps.
The research was a combination of secular authors, Christian writers, and biblical
text. The intent of broadening the research base was that each source provided sources
that another might overlook or omit.
Change literature is a varied assortment of knowledgeable authors giving their
“best shot” at a workable change process. This process could have as few as three steps
or as many as nineteen, with most books settling on five to ten steps. Some authors
approach the change process as a methodical process. “You can use these steps to guide
your own change efforts” (Harvard Business Essentials 33). Others such as Bridges and
Duck see the process as more than mechanical, adding a personal perspective. (Duck xvi;
Bridges 3) When change is seen as a process, it takes on a gradual perspective, as if going
through phases with each starting at a certain point and having its own significance.
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Although that explanation was somewhat simplified, change is a process. One cannot
neglect the process.
What change literature does not address is the possibility that preparatory change
may make the most significant impact in providing momentum and reducing overall
resistance. Lewin has advanced the force field analysis. Clinton explains the
phenomenon: “A change situation which is rather stable can be viewed as being in
tension between forces trying to change it (called the driving forces) and forces trying to
restrain it (called the restraining forces). Such a view of opposing forces is called a force
field” (Appendix G-2). If Lewin’s concept is utilized, then a change process is merely a
gradual lessening of the restraining forces. My concept is that putting several preparatory
elements (which may also be process elements) in place early increases the driving
forces, which builds momentum, reduces resistance and increases the possibility of
success. The exact number of elements is not important, but the more preparatory
elements used the stronger the driving force becomes.
I liken this process to a cable car going from a base location to a mountaintop. If
the cable car represents change, the cable represents process. The cable car could travel
on one cable or on cables spliced in at intervals. The easiest and strongest option would
be to have multiple cables (preparatory elements) in place before the cable car begins.
The exact number of cables (preparatory elements) that are multi-stranded is not as
important as simply having more than one for strength.
Some might insist change literature applies to the secular and business world but
not the church. I disagree. At the very least common ground exists ground to know how
to enact change, but I believe the church is usually harder to change than businesses.
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People understand businesses’ need to change to survive, whereas many churchgoers see
themselves as the protectors of tradition, music styles, and sacred ways. Most things
gradually die without change. The church is no exception and is often greatly resistant.
“Establishing new habits is harder for churches than for other organizations.… Churches
change more slowly than other organizations” (Nelson and Appel 43-44). If churches and
pastors are to lead change, they must learn how. I believe that in the church setting one
must do one’s homework, be well prepared, and have elements in place before the change
is initiated. This possibility is especially true in an environment that could easily vacillate
from supportive to hostile if handled inappropriately.
Based on my review of literature and personal experience, I believe three factors
make change more successful. The first factor is the use of preparatory elements prior to
change. The second factor is the multiple use of preparatory elements to facilitate change.
The cumulative effect makes for a stronger outcome. As Scripture states, “Though one
can be overpowered, two can defend themselves. A cord of three strands is not quickly
broken” (Eccl. 4:12). Strength comes from multi-stranding. The third factor is reducing
resistance, which the first and second factors help accomplish.
Research Questions and Propositions
The research questions flowed out of the project purpose and facilitate an overall
conceptual framework for this study (see Table 3.1). Each focused on the necessary
components of this study. The first looked at the different methods of reducing resistance
and bringing about change. The second question explored how these different steps might
interact to increase the possibility of successful change. The third research question
investigated the possibility of reducing or removing opposition to change.
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Table 3.1. Research Questions and Propositions
Research Questions

Propositions

1. What are the most important
preparatory elements that reduce
resistance? Are these six verifiable? (Bullard 12-14;
Clinton I-5, 9; Rogers 389-94)

1.

2. Are the elements more effective
if used together or separately? Is
there basis to think that elements used in tandem work
well? (Kotter, Leading Change 24)

2. Preparatory elements used together rather than
separately reduce resistance better.

3. How can resistance be reduced? What factors reduce
resistance most effectively? (Duck 77-81; Lewin 41;
Nelson, and Appel 78-83, 182-90)

3. Resistance can be reduced.

Six preparatory elements—leadership, clear
vision, present assessment, establishing
urgency, strategic plan, and building
support—constitute the best means to reduce
resistance.

Research Question #1
What are the preparatory elements that reduce resistance effectively? Identifying
these elements were the most difficult to deduce because of the breadth of writing on this
subject. Appendix A has a brief taxonomy of several authors and shows numerous
processes suggested with many different steps.
Several authors note the importance of doing the preparatory stages. “A wise
leadership team spends time, up front, previewing the factors that will determine the
magnitude of the change, as well as those that will influence the timing and likely
success” (Duck 47). The elements that fit into the preparatory element category are also
part of the change process at different stages. The emphasis here is that these elements
are rooted early in the change process. “If leaders can not or will not make the time to
prepare adequately for transformation, they should not continue any further with the
process” (Herrington, Bonem, and Furr 30). They are key to reducing resistance. The
focused interviews helped to measure the importance of this area.
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Research Question #2
Are these preparatory elements more effective if used separately or together?
Early on one might have concluded that although one preparatory element may be more
helpful than the others, but the greater the combination of elements the greater the chance
of reducing opposition. The more each of the elements is used together, the easier the
change process flows.
Two areas support the idea that elements used together are more effective. First is
Lewin’s force field concept that has already been discussed. The proposition is that the
driving forces are increased with the use of more elements. Second is the observation of
various authors about combining elements. Kotter writes, “After getting well into the
urgency phase, all change efforts end up operating in multiple stages at once” (Leading
Change, 24).
Research Question #3
Can resistance be reduced? Unfortunately, resistance is never completely
eliminated. Nevertheless, the failure to reduce it to its lowest level will cause even more
frustration. The battle to reduce resistance must occur. In addition, facing resistance gives
insight for leaders to be able to cope with some level of criticism in transition times.
Profile of Participants
Data was collected from interviews with ten pastors of large churches who have
experienced significant change in their ministries. Large church pastors were chosen
because they experience change dynamics more frequently and in varied ways. In order
to ensure objectivity in this study, care was taken to choose participants who represent
different aspects of ministry (see Table 3.2). Several denominations were represented.
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The number of years in ministry varied from eleven to thirty. Although I chose not to
record this entry, the ages of the participants varied from the late 30s to 60. The size of
the church for the purpose of this study had to exceed one thousand, but the range was
from one thousand one hundred to sixteen thousand in attendance. Churches were located
in different states and from a variety of settings including urban, suburban, rural, and/or
college. Participants participated voluntarily after being selected randomly.

Table 3.2 Pastors Interviewed and Various Data
Name
Conrad Lowe
Rev. Dave Embrecht
Pastor Denny Wilson
Dr. Dale Hummel
Pastor Tim Stevens
Dr. Steve Deneff
Dr. Mike Breaux
Dr. Gene Appel
Dr. Wayne Schmidt
Dr. Paul Hontz

Denomination
Baptist
Missionary
Independent
Evangelical Free
Methodist
Wesleyan
Independent
Independent
Wesleyan
Wesleyan

Church
Size

Years in
Ministry

Location

2,000
2,750
3,000
1,900
5,000
1,100
16,000
16,000
2,850
3,200

23
27
22
25
11
25
20
25
26
30

Rural
Rural
Rural
Urban
Urban
College
Urban
Urban
Suburban
Suburban

Methodology
This study used the grounded theory. “The value of this methodology … lies in its
ability not only to generate theory but also to ground that theory in data. Both theory and
data analysis involve interpretation, but at least it is interpretation based on systematically
carried out inquiry” (Strauss and Corbin 8). In order to gather data, the multiple case
study used focused interviews based on a predetermined set of questions. “The essence of
a case study … is that it tries to illuminate a decision or set of decisions: why they were
taken, how they were implemented, and with what result” (23). “A focused interview is
when a respondent is interviewed for a short period of time—an hour, for example. In
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such cases the interviews may still remain open-ended and assume a conversational
manner” (83). The purpose of the interview was to corroborate ideas regarding
preparatory change. The questions were both carefully worded and as open ended as
possible to allow the candidates interviewed the ability to provide fresh and personal
commentary on the subject.
Grounded Theory Approach
Grounded theory is based on the development of elements and grounded theory
process. Naresh Pandit notes, “[T]he three basic elements of grounded theory are
concepts, categories, and propositions” (1). Concepts are labeled phenomena, the basic
unit of analysis. Concepts are eventually grouped in categories. Categories produce
emerging results that lead to propositions. Constance Knapp summarizes the grounded
theory process in four steps: “data generation, data collection, data analysis and
reduction, and data synthesis” (2). Grounded theory allows the researcher to accumulate
large amounts of data by pre-decided methods. In this study, data collection, analysis, and
synthesis sometimes proceeded simultaneously, with each new interview adding more
data and dimension to the categories. The beauty of this process is that the data has the
unique ability to speak largely for itself if the process has been followed in an honest
way.
The interrelated processes of building grounded theory were followed to produce
emerging results. Figure 3.1 shows how grounded theory starts with theoretical sampling
and moves to data collection, then data ordering, then data analysis, and then to theory
development until saturation is reached. Data collection for this study included technical
literature on the subject as well as interviews. The data from the analysis was done and
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hundreds of phenomena were labeled. The data-ordering phase was not so much to put
events into chronological order as to order them abstractly on the change process
timeline. As some phenomena used multiple coding, interleaving was used, which
ultimately provided a greater fullness to the dimensions of each research question. Open
coding comprised comparisons and questions to begin grouping or categorizing concepts.
Axial coding proceeds both simultaneously and subsequently to open coding to put data
back together making connections between a category and its subcategories (Pandit 9).
Selective coding involves integrating the categories to give theoretical structure.

Data Analysis (4)
Theory Development (5)
Data Ordering (3)
Theory Saturation ?

Yes

Data Collection (2)
No
Theoretical Sampling (1)

Reach
Closure
(6)

Source: Pandit 9.
Figure 3.1. The interrelated processes of data collection, data ordering, and data
analysis to build grounded theory.

Data Collection
Data was collected by means of interviews, with questions that were pre-tested.
Continual analysis was the basis for theory development, and trustworthiness was
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achieved.
Interview Questions
A predetermined set of researcher-designed, case study questions based on
theoretical propositions composed the primary instrument used in a multiple case series
of focused interviews. In a focused interview, “the interviewer is more likely to be
following a certain set of questions derived from the case study protocol” (Yin 83).
The interview questions were developed in a flexible revisionary method. Strauss
and Corbin suggest that the initial interview may “give way to concepts that emerge from
the data…. [C]oncepts that evolve will then be the basis for further data gathering, always
leaving room for other answers and concepts to emerge” (205). Accuracy of the
interviews was sought for data analysis, so the interviews were taped and transcriptions
produced. The responses in the interviews to the case study questions were the primary
source of data used in the project analysis.
The set of interview questions have undergone revision. The questions were
pretested locally with three pastors to see if they would produce relevant data. The first
interview was conducted with sixteen interview questions. This initial questionnaire was
found to be too long and several questions to be unproductive. As skill was developed in
learning to interview effectively, the number of questions was reduced because of
duplicity or ineffective responses. Eventually the interviews had ten questions from
which the interviewed pastors were allowed to expound. This questionnaire was further
briefly revised to best discover emerging theory more clearly as the interviews were held.
Appendix B has the case questions originally posed to a test group of pastors.
Appendixes C and D have the case questions used for the interviews done for this study.
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Interview Process
Each interview was scheduled at the home church of the pastors interviewed
hoping that the casual surroundings would help set the pastors at ease. Interviews lasted
about an hour although some stretched to ninety minutes. Each interview was taped with
permission from the pastor and later transcribed for analysis and coding. During the
interview separate notes were kept to remember high points, summary statements,
observed behavior, and assorted details. Each of the pastors displayed readiness and
willingness to participate. Questions were asked and pastors were allowed to address
fringe issues. Sometimes other questions were prompted from comments. Strict
adherence to a given format was not enforced, although all questions were addressed
during the interviews.
After the project has been defined, data collection is the beginning of the process.
This grounded theory project began with a series of ten interviews of large church pastors
who had experienced change. Focused interviews were conducted to produce data that
would be a logical link to the theoretical proposition. Robert Yin writes, “The interviews
should serve in a manner similar to multiple experiments, with similar results (a literal
replication) … predicted explicitly at the outset of the investigation” (53). The interviews
provided the data for analysis, and often data gathering and analysis were happening
simultaneously. A review of the process starts with data gathering—interviews and
observations. Data analysis and reduction follows. Phenomena are marked or coded as
concepts. Notes and memos are recorded as one begins to look for categories and
patterns. Axial coding takes analysis to the next level of reducing categories. Finally core
categories begin to emerge and substantive coding progresses to building theory.
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After the interviews were transcribed, the data was examined for patterns.
Coulter-Kern writes, “Unlike traditional analysis in which hypotheses are formed and
then tested,… data collection and analysis are repeated as often as necessary until
redundancy in the data is achieved.… [D]ata collection and analysis were repeated until
no new discoveries were found” (19). Strauss and Corbin add, “[O]ur approach to theory
building is one of emergence.… [D]esign, like the concepts, must be allowed to emerge
during the research process” (33). As concepts, and then categories, emerge from data,
the focus is narrowed. As data is collected and analyzed recursively, the continual
comparison goes on, even though the focus changes (see Figure 3.2). Continual
comparison is a must for proper analysis. Stern writes, “Every piece of data is compared
with every other piece.… [F]or this reason, the method has also been called ‘qualitative
comparative analysis’ (Wilson, 1977), and ‘continuous comparative analysis’ (Maxwell
and Maxwell, in press)” (119). The result is several processes at work together and theory
emerges. Barney G. Glaser notes four steps in the constant comparative process:
comparing, integrating, delimiting, and writing the theory (185). Stern reminds the
student, “[C]ontinuous comparative analysis is a matrix operation rather than a linear
endeavor” (123).
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Figure 3.2. Continual data analysis progression.

During data collection and analysis, maintaining a balance between the qualities
of objectivity and sensitivity is important (Strauss and Corbin 53). To maintain
objectivity the researcher must listen carefully and openly and represent the participants
fairly. The researcher must achieve enough distance to be accurate.
To develop sensitivity, the researcher must be able to perceive subtle nuances and
hints regarding the right meanings and connectivity within the data. Sensitivity enables
the project to maintain creativity, while discovering new theory from the collected and
analyzed data.
Theory Building
The key to building theory is to allow relevant data to emerge. Coulter-Kern
explains, “Theoretical concepts and the research design must be allowed to emerge from
the data rather than entering the investigation through a researcher’s list of preconceived
notions” (25). One of the advantages of the grounded theory approach is that data and
analysis are continuously being reviewed and rethought. This process allows for three
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things to happen. First, concepts are allowed to emerge for consideration and
development of categories. Second, the alternation of data collection with analysis allows
for the validation of concepts as they develop. Third, concepts that do not fit can be
discarded or modified. Stern points out, “The collection of data may be modified
according to the advancing theory” (119). The onus is on the researcher to follow the data
honestly. “A grounded theorist sticks with his or her interpretations of the data and
follows leads from them, even when they lead to surprising new research problems,”
writes Charmaz (99). Building theory from data to concepts to categories is based on the
“[t]heoretical relevance for furthering the development of emerging categories” (Glaser
and Strauss 49).
Trustworthiness
Grounded theory projects (or qualitative studies, in general) are sometimes
criticized for their lack of reliability because they do not utilize the same standards as
quantitative research. Establishing the trustworthiness of the project becomes important
for the researcher.
According to Lincoln and Guba (1985), four criteria should be used to
evaluate the trustworthiness of a qualitative study “credibility,”
“transferability,” “dependability,” and “confirmability.” These four
criteria are the naturalist’s equivalents for the conventional criteria
“internal validity,” “external validity,” “reliability,” and “objectivity.”
(Coulter-Kern 28)
This study used the four criteria—credibility, transferability, dependability, and
confirmability—to produce realistic results from the grounded research.
Credibility was established through prolonged engagement, persistent
observation, and pattern matching. Prolonged engagement refers to spending sufficient
time both with each participant as well as with the extant of interviews arranged. “The
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technique called persistent observation facilitated continuous engagement in tentative
labeling and exploration” explains Coulter-Kern (28). Appendix E is an example of this
technique. Pattern watching logic, according to Yin, is “[o]ne of the most desirable
strategies.… [S]uch a logic compares an empirically based pattern with a predicted one.
If the patterns coincide, the results can help a case study to strengthen its internal
validity” (103). If comparable results are gathered from data analysis, then replication has
occurred.
Transferability is the qualitative equivalent of external validity. “It is not the
researcher’s task to prove transferability; it is his or her responsibility to provide the data
base that makes transferability judgments possible for the reader” (Coulter-Kern 32). The
responsibility of this study was to provide a sufficient description so that someone
interested in considering the applicability of preparatory change would be able to decide
if it was transferable to another situation.
Dependability is similar to reliability where instability is to be explained. One
means is the use of replication for establishing dependability. Yin writes, “The replication
logic is analogous to that used in multiple experiments.… [I]f similar results are obtained
from all cases, replication is said to have taken place” (48). Since this research project is
based on ten interviews replication has been observed.
Confirmability would focus on the reliability of the study. Objectivity represents
the accuracy of the project. In this case I strove to remain unbiased, field notes were
taken, and all interviews were transcribed for accuracy.
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CHAPTER 4
FINDINGS
Introduction
Pastors and churches are constantly facing the fact that change has to occur at
important junctures in the life of a church. Many books have been written giving
suggested steps of change to follow. What seems to be a common scenario is that of a
leader who is ready to move forward and a congregation that has its foot on the brakes.
The ability to place proper emphasis in the preparatory stage of change is the best way to
move past this stalemate. The purpose of this grounded theory research study was to
identify the preparatory elements that when activated early and used together would best
reduce resistance and produce successful change.
This chapter seeks to give a nonevaluative analysis of the study. The emerging
results have been organized around the three research questions. Where Chapter 3
describes the process and Chapter 5 gives interpretation, this chapter gives the results of
the investigation without interpretation.
Three research questions guided this study:
What are the most important preparatory elements that will reduce resistance most
effectively?
Are these preparatory elements more effective if used together or separately?
Can resistance be reduced?

Emerging Results
Results that emerge from data begin early in the grounded theory process.
“During initial data collection, when the main categories are emerging, a full ‘deep’

Dongell 58
coverage of the data is necessary. Subsequently, theoretical sampling requires only
collecting data on categories, for the development of properties and propositions” (Pandit
5). The analysis process allows for data to develop from concepts, to categories, to core
categories from which theory is formulated.
Knapp suggests that “[a]fter the categories are integrated and synthesized into a
core set of categories, a narrative is developed that explains the properties and
dimensions of the categories and the circumstances order which they are connected” (3).
This research showed a core set of twenty-six categories that were used to develop theory
based on the three research questions (see Table 4.1). Emerging results from the theory
building reached closure at the point of theoretical saturation.

Table 4.1. Core Categories from the Research
Core Categories
*Best advice
*Communication
*Critical moments
*Preparatory elements
*Leader expectations
*Leadership team expectations
*Ownership/buy-in
*Pacing change
*Past
*Preparatory Stage
*Re-do’s
*Relationships and support
*Resistance—from opposition

*Resistance—from the people
*Resistance—leader caused
*Resistance—leadership team caused
*Resistance—shared leadership
*Resistance—to pace
*Resistance—without the preparatory period
*Selling change
*Steps vs. simultaneous
*Strategy
*Urgency
*Vision—general
*Vision—other
*Values

Emerging Results Regarding Research Question #1
The first research question produced the proposition that six specific preparatory
elements—leadership, clear vision, present assessment, strategic plan, establishing
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urgency, and building support—constitute the best means to reduce resistance. When the
ten pastors were asked what elements precede change, a composite list of sixteen
elements was formed (see Table 4.2). Of the six preparatory elements proposed
leadership, vision, and strategy ranked high, while urgency, assessment, and support did
not rank as high. Although the list of six elements were not the only elements endorsed,
the data analysis process bolstered the importance of five of the six elements. Two things
became clear. First, the number of or identification of the most important preparatory
elements was challenged. Second, the analysis of the concepts provides ample evidence
that the preparatory stage was critical to success. Appendix E summarizes the nine
categories that data analysis identified as important preparatory elements.

Table 4.2. Elements That Need to Be in Place in the Preparatory Stage
Assess present

Prayer

Build support

Reason for change

Communication

Right motives

Leadership

Strategy

Leadership team

Trust

Leadership team support

Urgency

Ownership

Values

Pace

Vision

The resultant elements of Appendix E show that five of the six proposed
preparatory elements (leadership, vision, strategy, urgency, and support) have solid
consensus. The one obvious exception to the proposed elements is that “present
assessment” did not find support, although it was implied. The coding process of
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phenomena into categories incorporated the proposed six preparatory elements and the
sixteen drawn from interviews into nine.
Further analysis indicated the emergence of a grounded theory of preparatory
elements. A final analysis narrowed the categories into the six most salient:
•

Leadership expectations,

•

Leadership team expectations,

•

Building up of congregational support (relationships, buy-in),

•

Communication,

•

Pace of change, and

•

Details of change (vision, strategy, and urgency).

The following five steps provide a brief summary of the grounded theory
methodology used to develop emerging results:
1. Ten different pastors were interviewed. Initial labeling begins and
continues throughout the interview process.
2. Interviews were transcribed.
3. Line-by-line analysis, initial coding, and memos happen simultaneously.
4. Categories of significance emerge and theory building begins.
5. Continual analysis leads to final analysis, which proposes final categories
and theories.
As this process was applied to the first research question and preparatory
elements, the data analysis produced three apparent conclusions. First, clear support for
five of the six proposed preparatory elements became noticeable, although one element,
present assessment, was not perceived as important.
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Second, after labeling several phenomena under the “preparatory element”
category, many preparatory elements appear to exist. Questions regarding each pastor’s
gifting and perception may have produced terminology otherwise consistent with a more
compact list. Although relevant data supports the recognition and use of preparatory
elements, a vast range of labels could mean greater complexity for identifying common
ground. For this study, the categories found that best identify the preparatory elements
are (1) leaders expectations, (2) leadership team expectations, (3) building congregational
support, (4) communication, (5) pace of change, and (6) details of change. One of the
elements placed under details of change was vision, which could be a separate category.
Third, the importance of preparation or the preparatory stage was without doubt
extremely important and sufficiently documented. One pastor noted, “If you’re asking
people to really make significant change, you better have a very clear idea of where
you’re going.” Another said, “The greatest work is that first phase of preparing.” Every
pastor had concern for the details that preceded initiating change. All of the sixteen
elements needed to be in place prior to change (see Table 4.2). One pastor commented
that if the right preparation was done “90 percent of the changes that are introduced that
way would succeed.” Research question three, regarding reducing resistance, will show
resistance to change is reduced when people are not rushed but are prepared for change.
All of the results on preparatory elements point to these conclusion:
•

The leader must embrace and prepare for change,

•

The leadership team must support and promote change,

•

The congregation has to have ownership of change,

•

Informational and relational communication prior has to occur to change,
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•

The pace of change allows maximum buy-in for people to be on board, and,

•

The details of change (vision, strategy) have to be determined.

All of these things must take place prior to saying, “Let’s go.” Whether the preparatory
elements can be determined or not, the preparation stage can not be overlooked without
causing damage to the change desired. One pastor said, “I think where most people get in
trouble is they try to introduce too much change … and they wind up with chaos.”
Emerging Results Regarding Research Question #2
The second research question produced the proposition that preparatory elements
reduce resistance better if they are used together rather than separately. The intent of this
research question was to suggest in connection with Lewin’s force field theory that the
increase of force in favor of change (i.e., the simultaneous use of multiple preparatory
elements) would provide initial momentum for change. If steps in the process of change
could be brought in combination to the forefront, not only to introduce them but also to
provide one more positive source of change, this simultaneous use could foster change.
When the ten pastors were asked whether they saw change as individual steps or steps
done simultaneously, the most common answer was both. In fact nine of the ten said
both. One pastor said, “I think it is both. I think it is important to identify the steps,… but
I see an overlap where the elements remain and carry over.” The remaining pastor said
simultaneously.
Most pastors responded that they saw the change process as both steps of change
and a process of change where steps or elements occur simultaneously. Early labeling of
phenomena in this area of simultaneous steps produced a variety of labels including many
“in vivo” codes. Some of these labels were “hooked together,” “organic,” “seasons,”
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“overlapping,” and “not by the book.” Some saw simultaneous as meaning a brief
“overlapping” of elements. Other saw simultaneous as having an unpredictable nature
whereby the elements of process grew together as the process advanced. Another saw
“seasons” meaning certain periods where multiple elements worked together.
Two other notes regarding data analyzed for the preparatory elements need to be
mentioned. First, one needs to remember that research question #1 produced ample
evidence of numerous preparatory elements of importance to the pastors interviewed (see
Table 4.2 p. 59). The number of elements is not the present issue as much as the fact that
they were all placed in the preparatory stage of change. Whether an individual selected
two or ten elements is not as important as knowing that the elements were all placed in a
specific period where they had to work to some degree simultaneously. Detailed results
pertaining to preparatory elements allow for simultaneous action.
The second note regarding preparatory elements were comments that placed
elements in tandem position. One pastor observed, “[L]eadership threads through every
step.” Another pastor stated “[V]ision and discontent [urgency] work together.” Still
another pastor noted “[T]he pastor must sell change [produce buy-in] at every stage—
beginning, middle, and end.” Once more what emerges is a picture of elements working
together simultaneously.
Emerging Results Regarding Research Question #3
The third research question produced the proposition that resistance can be
reduced. More data was labeled and coded in this area than any other. If nothing else it
indicates a great familiarity and concern in the area of resistance. Although resistance can
not be removed it can be reduced. Multiple indicators of phenomena related to reducing
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resistance produced seven categories along with a rich list of properties. This provided
the category of reducing resistance a plethora of conceptual ideas that other categories
did not enjoy. Appendix F has reducing resistance divided into seven subcategories: (1)
opposition, (2) timing and pace, (3) the leader, (4) the leadership team, (5) shared
leadership, (6) the preparatory period, and (7) the people. From continued analysis a
grounded theory of reducing resistance began to develop. A final analysis categorized the
five most salient areas:
•

the preparation of the leader,

•

the duties of the leadership team,

•

the importance of the preparatory stage,

•

addressing the opposition, and

•

managing the correct pace.

These five categories address the most noted places where resistance may occur. The
preparation of the leader produces commitment, awareness, and a vision in which others
will find security rather than trepidation and resistance. One pastor said, “The pastor has
to get clearly in his mind how he is going to lead the change.” The duties of the
leadership team demand ownership and leadership from those most connected to the
congregation through relationships. This leadership alleviates fear and produces trust.
The importance of the preparatory stage gives visibility and understanding to an
otherwise abstract idea. Addressing the opposition gives people opportunity to be heard
and valued and opportunity for criticism to be reduced. One participant said, “Nine times
out of ten when we meet resistance in change we should slow down and back off … get
everybody on board.” Managing the correct pace allows time for change to take root and
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for maximum ownership.
In summary, three points need to be made. First, resistance is something every
successful pastor has faced and from which valuable lessons have been learned. The
volume of identified phenomena in this category documents not only that resistance has
been faced, but that it will be faced again.
Second, the positive spin is that each interviewed pastor had learned how to
reduce resistance from experience. Good advice will help others avoid some unnecessary
trials. In other words, the thought of resistance does not have to be debilitating.
Third, when the pastors were asked what was the most critical time in the change
process, many identified a moment such as the initial announcement, the moment of
decision, or moment when support is minimal. Those comments indicate that high stress
times exist that might be somewhat alleviated if resistance is reduced previously by some
of the above-mentioned categories. Another option is to have critical decisions based in a
more controlled group, other than the membership of the congregation.
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CHAPTER 5
DISCUSSION
Introduction
This project was birthed out of a desire to know how to bring a congregation up to
speed with the pastor to hasten the change process. My hunch was that the answer was
connected to better preparation of both the leader and those involved in the change. I was
familiar with more than one change author as he or she set down the steps or phases of
change. Many of these steps were introduced or rooted in the preparatory stage of change.
I wondered whether tying these elements together early would have an impact on the
momentum of change. At some point in the early stages of research, I was introduced to
Lewin’s force field theory. It added another dimension to the preparatory stage because
this theory demanded something or someone to unfreeze the equilibrium for change to
occur. The puzzle seemed to have a few pieces fitting together when I began to consider
preparatory elements as the instrument to reduce resistance and produce change
theoretically.
Several authors have addressed the importance of preparation—Nelson and
Appel, Bullard, Clinton, Herrington, Bonem, and Furr, and others. Kotter and others have
mentioned the concept of elements working together. Bullard, Duck, Lewin, and others
have studied resistance reduction. Except for limited literary support, my ideas were still
mostly provocative conjecture. My mentor suggested case studies as a means to develop a
grounded theory to address my questions. That suggestion developed into ten interviews
of successful pastors who have experienced significant change. The goal was to test my
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overarching question, “Can preparatory elements reduce resistance if used together?”
The data that has been gleaned comes from reviewing literature and conducting
interviews with ten successful large church pastors. In any qualitative study, the desire to
develop as complete an understanding as possible of the phenomena of interest is needed.
In grounded theory analysis, one expects theory to develop from the data. Based on the
interview data and the use of the above-mentioned methods, the findings, results and
conclusions are presented.
The results and implications are also viewed through a biblical and theological
lens. Following each section I have attempted to integrate and apply a biblical
transformational perspective to the research findings.
Implications of Research Question #1
The first research question posed the proposition that six specific preparatory elements—
leadership, clear vision, present assessment, strategic plan, establishing urgency, and
building support—were the best choices for reducing resistance.
Of the six preparatory elements proposed in this study, five became either
categories or subcategories, showing they were accurately diagnosed. One element,
present assessment was not shown to be significant, although out of necessity a strategic
plan, urgency, or a clear vision would require its inclusion. Bullard writes, “The number
one reason that change and transition efforts fail in congregations is that they do not
engage in readiness activities before they launch a change and transition process” (12).
Bullard refers to preparation as readiness. The congregational transformation model of
Herrington, Bonem, and Furr is “a complex set of challenges, steps, and leadership
requirements that are associated with a deep, systematic change effort” (12). Authors
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acknowledge the key role of preparation and separate steps or elements.
This research demonstrated that six areas appeared to be of high interest to
pastors—the leader’s expectations, the leadership team’s expectations, building
congregational support, communication, pace, and details of change (see Figure 5.1). The
six areas have been arranged in a circular pattern with one area in common—
communication. Although, no figure would do conceptual patterns justice, a trend worth
noting is that the participants referred to the area of communication often, in connection
with all the other categories. One pastor said, “The leader must communicate with his
leadership team.” Another said that in building congregational support, “[y]ou can never
do too much communicating to the congregation.”

Leader
Expectations

Building
Congregational
Support

Pace of Change

Leadership
Team
Expectations

COMMUNICATION

Details of
Change

Figure 5.1. Final results—most important preparatory elements
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The expectations of the leader is the first category that the research pointed out as
important in change preparation. The leader plays the key role in change as evidenced by
the various observations below. One pastor stated, “To me it all starts with a holy
discontent.… I had to know that I heard from God and that’s what sustains me in the
most difficult times.” Another said, “I haven’t found any churches that have navigated
major change without a supportive leading senior pastor who embraces the change.”
Another pastor commented, “Don’t start it unless you are going to be there to see it
through.” One pastor said, “You still have to sell the change.” A final pastoral
observation was, “In my thinking, what is essentially being asked when I’m asking the
congregation to change is, do I or do I not trust you as the leader?” Several concepts from
relationship building to leader strengths were attached to this category.
The expectations of the leadership team are the second category that research
identified as an important preparatory element. A phrase commonly used was a guiding
or leading coalition. Several comments placed this category as the most critical next to a
good leader. One pastor’s comment left no question: “[U]nless you’re very naïve as a
leadership group, there’s not much you can’t get accomplished if your leadership will
stand with you.” Another pastor said, “I’m saying, if you can’t convince the leaders,
you’ll never convince the congregation.” One pastor noted, “[R]eally hope that you’ve
got the right people, you know, at your leadership level that can change with you.”
Several comments dealt with why the leadership team is so important. “If you get the
right people embracing change, you’ll gain the mass over the haul. But it takes the right
people whom others look at as key influencers,” commented one pastor. Another states,
“I think there has got to be huge buy-in in the leaders, trust in the leaders.” One pastor’s
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insight took it to the next level: “My biggest concern is in the beginning. Can the leader
get the leaders to lead the change? Then, it’s going to work.” Another agrees, “[T]hey
[leaders] become kind of the frontrunners, the influencers who help motivate.” This
concept makes good sense from the perspective of one pastor who said, “The change
starts in the center and works its way out to the remaining flock.” Pastors interviewed
expressed the necessity of, and the strength of, the relief brought because of the
leadership team.
Third, the research found building congregational support to be one of the
indispensable early elements. One pastor elucidated the issue this way: “It’s all
relationship. It’s all trust. You think you’re the leader, but you’re not the leader. They’ll
determine if they’ll let you become the leader.” Another pastor expressed his answer for
support: “The greater the change you’re asking someone to do, the more you had better
have relationship capital.” One pastor said that if he could redo one thing, “I think it’s
going to go back to the relationship thing.” Ultimately the people need to support change.
When asked about support one pastor made this comment:
I think first of all to have relationships, to love people, and to know that
the only reason I connect with them isn’t because I have an agenda. So I
think having some relational capital and then the ask, for them to take the
journey with us.
Another spoke emphatically, “How do I get emotional buy-in? You only get emotional
buy-in by participation. There’s only one way to produce ownership, only one way and
that’s participation.” When pastors were asked what the critical moment in change was,
most cited an event that involved the people’s acceptance, such as deciding whether to
change or addressing people to sell a change. This point indicates the tension between the
apprehension of getting people’s support and the necessity of having their support.
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The fourth element that pastors saw as important to success in change was
communication. Communication was necessary at different levels, between many groups,
for different reasons, but simply, it had to happen. As one participant stated, “Someone’s
got to be a communicator in the process.” Another agreed, “One thing I hear over and
over again, and I’m not sure you ever overcome it, is communication. You can never
overcommunicate. The danger is that you under-communicate.” Several pastors
addressed how thorough communication should be. One pastor said, “They’re going to
have to communicate that vision a hundred times, in big groups, medium-size groups,
small groups, one-on-one conversations.” Another added, “I guess a step toward
communication that can really make communication work a lot better is when you’ve
actually laid it out in the process and thought it through.” One other stated, “[T]hen we
would think of the most effective, wise ways for us to begin to communicate that and
create that dialog to the congregation.” When asked what is the best advice to give, one
pastor said, “[C]ommunicate well; try to put people at ease.” One participant was asked
what one thing he would redo. His response was, “Communication. The change was
right. Even how it was changed was all agreed upon; it was the communication and how
it was communicated.… I would [spend] more time in figuring out the communication
plan.”
The fifth element of significance in this research was the pace of change. Pace or
timing was a category that surfaced again under resistance. Pace is the speed at which
change takes place, and for some it is too fast. A wise practice of one pastor was told this
way: “I take an approach that nine times out of ten when we meet resistance we slow
down and back off and prepare ourselves to make another run. We can change anything if
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you give enough time.” Another commented, “We would discuss it and talk about it, and
chew on it, sometimes for months.” One pastor used the expression, “There is a rhythm to
change,” suggesting an ebb and flow in the pace of progress. Another couched pace in a
spiritual mode by sharing, “As far as making changes, we felt like the best thing we could
do was try to stay in step with the Holy Spirit. We prayed a ton about it, and then we’d
say, “Ok, let’s launch it, let’s go.” Several shared comments similar to this one: “I
struggle with…a tendency to want to get it done now. So it’s rushing the process. So I
have to really step back … and force myself to step it through and think it all the way
through.” Regarding pace and people’s response, one pastor asked, “Who am I to drive
them or push them and force them in a direction they don’t want to go?” One method of
pacing was explained like this: “We will always postpone decisions.… [W]e’ll always
postpone to give people time.” Then he added, “My theory is that we work with people
who have to say no before they can say yes.” When the same pastor was asked what he
might redo in ministry, he said, “I would have worked slower and communicated better.
The sixth element that was mentioned with frequency and research identified as
crucial was details of change. This category comprised several other subcategories—
vision, strategy, and urgency—that were necessary components of preparation for
change. The vision for change had many aspects, but the most commonly used word with
vision was “compelling.” One pastor noted, “I think you have got to have a compelling
and crystal clear vision of where you want to go.” Another completed that thought with,
“I think you have to describe … what the change would look like.” A vision must be
from God as this pastor explained, “God has got to be in it.… I think you can manage less
significant changes without some kind of divine encounter, but I had to know that I heard
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from God.” Another pastor added, “Is this what God is calling us to do? Is this about
God, or is this about us?” Not only does the vision fit God’s plan, but it must fit God’s
calling for a specific church—the church’s mission or values. One pastor emphasized, “I
think it’s really important to have agreed values,… that everyone’s agreed on. Focus as
much or more on the values and the vision behind them.” A strategy or plan puts
achievability to a vision. One pastor said, “You have to sit down and figure out what are
my strategies going to be to accomplish that vision.” Another gave this advice: “I try to
define or describe the change as clearly as I can in my own mind.” He added that he next
goes to leaders “that can identify the process by which we pursue the change.” As Kotter
writes urgency needs to be established. One pastor affirmed, “Cultivating of things could
be better. We could do more,… a degree of dissatisfaction.” Another agreed, “I think
another important component is creating a crisis because people don’t change for the sake
of change. There has to be a compelling reason for it.” Many other comments could serve
to show that the details of change are integral in preparation for change.
Biblical examples of preparation for change may be short or hundreds of years, as
in the preparation of the Hebrews to occupy the land called Israel. One of the best
examples of necessary preparatory change is in spiritual transformation. God has
explained that unless a person has personal spiritual change, lifestyle changes will not be
effective. A changed life can only follow a heart that has changed. Proper preparation
prefaces real change.
Implications of Research Question #2
The second research question posed the proposition that preparatory elements
could be more effective used together rather than separately. The research did not
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conclusively demonstrate that the elements work best together, although that conclusion
is based on a lack of substantial and not direct evidence denying its possibility. The
research showed a lack of consensus and varied opinion. Comments gleaned from
interviews also showed a lack of clarity about the interaction of steps of change and
simultaneous use of steps.
Ample material has been written about the steps in the change process. The
number of steps is in no way established to be magical. Many steps start in the
preparatory period and run together through the change process. A few authors suggest
that sometimes steps occur together. Kotter writes, “After getting well into the urgency
phase, all efforts end up operating in multiple stages at once” (24). Bullard says, “[T]he
key to a growth transition is having all five elements in alignment” (29).
The research evidenced two things about the simultaneous use of preparatory
elements: the independent and simultaneous use of elements and the different perceptions
of “simultaneous.”
The first observation was that the interviewed pastors produced data that
acknowledged independent and simultaneous use of preparatory elements (commonly
referred to as steps). Most commonly this phenomenon was labeled “both/and,” meaning
the change process is seen as both independent steps and simultaneous steps. One pastor
said, “It’s a both/and process. I don’t think you can necessarily separate the two.”
Another said, “I’ve seen both ways work here. My natural goal is sort of a step-by-step
process, but I’ve also seen process where the elements work together simultaneously.… I
think both can work.” Since most change books promote a step-by-step process, leaders
easily understand the acceptance of that process, and, indeed, steps are both starting and
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measuring points. Various comments clearly demonstrated that elements are done
simultaneously. One pastor said, “Vision and establishing urgency work together.”
Another noted, “Leadership is the thread that runs throughout the whole process.”
The second result that emerged from research was the different perceptions of
“simultaneous.” This result may reflect that the interview questions did not clearly
identify the participants’ understanding of the concept or it may mean different
perceptions exist. One pastor identified simultaneous steps as simultaneous actions of the
church and not the change process. This pastor identified simultaneous as acceptance of
the same item, such as vision being embraced by the leader, then the leadership team, and
then the congregation. That understanding is more akin to the idea of diffusion. One
pastor said, “There are just a lot of steps that just hook together.” Another stated, “I see
an overlap.… [I]n a sense you carry something form step one into step two, and
something from step two into step three.” Another said, “I might refer to a difference in
stages and seasons, where a season may be a whole period or a group of stages.” One
participant noted “I probably see it as more organic, than step-by-step.” One other added,
“I think it is organic, some step-by-step, but it is not by the book. It’s a process.”
A biblical perspective would indicate that several simultaneous elements facilitate
change and establishing change. Christian authors say that for a Christian to continue to
change and grow he or she needs things like worship, nurture, fellowship, a mission, etc.,
all operating together. The idea of multiple ingredients working together to produce
spiritual health is expected.
Implications of Research Question #3
The third research question poses the proposition that resistance can be reduced.

Dongell 76
The research produced not only numerous concepts in data, but five final categories that
target specific areas to reduce resistance. All of the pastors interviewed had experiences
and counsel in this area.
Change literature has numerous references dealing with resistance and conflict.
Although Lewin is a main source for this study, several authors will be noted. Meyerson
writes, “[W]e have focused on strategies that tempered radicals use,… but my focus on
successes does not mean that these efforts are free of risk or difficulty” (143). Wayne
Schmidt notes, “Spiritual leaders understand that even when a project is God’s will there
may be obstacles to overcome.…[T]here are always obstacles to victory” (Lead On 78).
Duck observes, “Developing a sound strategy is not easy: executing it is even more
difficult because the beliefs, habits, and attitudes of an organization—its culture—usually
lag behind … like an aging hippy who refuses to acknowledge that the 1960’s are over”
(77). Resistance comes with change. Lewin theorizes that change had to address an
existing resistance. “The underlying theory states that before change the force field is in
equilibrium between forces favorable to change and those resisting it.…[F]or change to
occur this equilibrium must be disturbed” (Miner, Organizational Behavior I. Essential
Theories of Motivation and Leadership 41). Reducing resistance means that a strong
preparatory momentum needs to be created and possible areas of resistance need to be
eliminated, minimized, or neutralized.
The research demonstrated that the pastors interviewed had common concern in
five specific areas regarding the reduction of resistance: the preparation of the leader, the
duties of the leadership team, the importance of the preparatory stage, encounters with
the opposition, and pace management.
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The first category that research pointed out as important is the preparation of the
leader. Perhaps the preparation of the leader is more a statement of endurance, outlasting,
or understanding opposition, and as such he or she reduces resistance. One pastor
perceptively noted, “Anytime you lead through change, there is going to be conflict.” A
leader recognizes the inevitability of difficulty, and as one pastor notes it comes on
different fronts: “Yeah, both internal resistance myself, and external resistance.” Another
important perception is, “I had to recognize there was an enemy on the other side, and it
wasn’t those people, those dissatisfied or disgruntled people. The Bible says, “‘We
wrestle not with flesh and blood.’” So another pastor encouraged, “I don’t think I
understood the importance of really trying to understand their culture before suggesting
change.” Several concepts dealt with perseverance and proper response, such as, “God’s
number one issue is not the removal of anxiety, as much as your proper responses in the
midst of anxious moments.” As one pastor observed, “It is not how much pain the
congregation can tolerate, its how much pain can the leader tolerate when you make
changes.” A wise pastor agreed with the observation, “Emphasize the things that unite
people.”
The duties of the leadership team are the second category that research identified
as important in reducing resistance. The leadership team or guiding coalition serves in a
dual way to reduce resistance. They first serve to reduce resistance for the pastor, and
second they help reduce resistance among the people. The leadership team serves a
critical role. The leadership team needs to desire change almost as much as the pastor.
One pastor suggested, “Figure out who the key influencers are and talk to them ahead of
time, so they feel like they have ownership of that decision.” He continued, “If you’re
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leadership is not on board, you potentially risk a train wreck.” Another pastor agreed,
“Leaders have to take ownership of the process of change. They have to say, ‘Ok, we
understand it, we’ve talked it through, we believe it, and we’ll lead it.’ They will
determine how fast you can do that.” The leadership team will have to help reduce
resistance. Leaders need to know what is happening in the church. One pastors recounted,
“You’re tweaking as you go; you’re putting out fires. You’re helping people through the
process, until it becomes a part of being there.” Leaders need realistically to understand
conflict and loss are going to be present. As one pastor noted, “It is during that difficult
time, during the anxious time, that God’s at work.” Another said, “Don’t let anything get
you discouraged.” Learn to depend on God in those moments.
Third, the research found that recognition of the importance of the preparatory
stage was one of the indispensable ways to reduce resistance. The intent here is to show
that proper preparation helps people endorse rather than resist change. One pastor stated
that with the right preparation, “90 percent of the changes that are introduced … would
succeed.” His follow-up statement about lacking preparation was, “I think you pay a
much higher price as a leader if the process is messy and disorganized.” One pastor said,
“If you’re asking people to really make some changes, significant changes, you better
have a clear idea of where you’re going in the beginning.” One pastor noted the
importance of including former leaders from the beginning:
I have hand selected about six individuals in this congregation who used to
be board chairmen or key leaders that are retired now. When change starts
to happen, people go back to them. So I sit down and fill them in.
Preparation time also gives people time to digest new ideas. One pastor shared, “You try
to give people a lot of lead time on big type of changes.” One factor for the preparation
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period to be effective is good communication. One participant said, “People, at least in
this culture, really like to know the details and like to know what’s ahead. They really
don’t like surprises.” People are more at ease when some flexibility is given in the plans.
One participant stated, “I’ll suggest to be flexible with strategy.… [T]he only thing the
leader needs to hang onto is the result.” One of the interviewed pastors suggested
maximum ownership in the beginning: “Get as many people on board as quickly as you
can.” One pastor was asked what he wished he could redo, and he responded, “I didn’t
give consideration into transition. I did no preparation for the change of that move.… [I]t
could have been much better.”
The fourth area that research pointed out to be helpful in reducing resistance was
to address the opposition. One pastor described his practice, “I try to have all the
conversations before, to solve the meetings before the meetings.” These comments sound
redundant, but many pastors encouraged contact and openness. One pastor said, “When
you start having some flare-ups,… just hear them out.” Another said, “I just think oneon-one is the best way.” Another pastor stated, “Allow maximum opportunity for people
to talk back.” One pastor said, “Hold meeting where people can come and voice their
concerns. We just listen to them.… [S]ome people just want to be heard and then they are
fine.” One other suggested, “Figure out what is causing them to resist this, what is going
on in their spirit, in their psyche. What has helped me is to affirm their feelings. Identify
what their feelings are and at least acknowledge them.” Another area that gives the
opposition some room to feel they have won something is to concede occasionally. One
pastor said, “Look for areas of compromise.” Another said, “I think people have seen that
… we’re pretty quick to apologize and say we’re sorry and admit we blew it.” Another
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suggested, “Guarding your tongue instead of belittling someone.” One pastor was asked
what he wished he could do over. He responded, “It’s going to go back to the relationship
thing.… I should have gone to lunches and that type of thing with those people that were
critics.” Another pastor, considering what he wished he could redo said, “I’d initiate a
contact, with those who disagreed, I’d listen to them and I would value them.”
The final area that research identified as helpful in reducing resistance was to
manage the correct pace. One pastor stated, “Give people time.” Resistance sometimes
occurs because people do not correctly perceive the distance or actions of the pastors. In
those times, one pastor suggested, “You have to force yourself to go back to where the
people are.” Another pastor put on the brakes when he said, “Delay decisions until all
that are affected have a chance to weigh in with their opinions.” Another added, “Always
postpone a decision, when people aren’t ready. Just back off.” Another pastor suggested
using caution: “Have patience because most mistakes come from impetuous change.” The
same pastor added, “Since resistance is always there, go slow to get buy-in from potential
opposition.”
Lewin’s force field theory has been the main theory of resistance used in this
research. Observing the example of spiritual transformation illustrates the strength and
weakness of Lewin’s theory from theological perspective. Lewin’s drivers might be
represented by prayer, the work of the Holy Spirit, Christian friends, and the right
situation. Resistance might be represented by pride, habits, and sin. Lewin suggests that
change results when the drivers are stronger than the resistors. One might conclude that
the sheer strength of certain factors could force change. Although such practices might
succeed in a business setting, a biblical component is the will of an individual. Even
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though one might create a persuasive climate, from a biblical perspective the final choice
cannot be forced and belongs entirely to each individual. Lewin understands the
mechanics of change, but spiritual change adds an independent element—human will.
Emerging Results
Besides the results that had direct relation to the three individual research
questions, other findings emerged in two categories—predictable findings and
unexpected findings. Predictable findings refer to those results that would be reasonable
or rational outcomes of a study on this topic. Unexpected findings refer to the results that
came as a surprise.
Predictable Findings
In addition to the results affecting each individual research question, four
predictable results emerged:
1. the repeated emphasis of five elements,
2. the element connection from preparation to resistance,
3. the importance of knowing the group to be changed, and
4. the cautionary stance favoring moderation.
The first emerging result is the repetitive emphasis on five elements. Not only did
these elements appear from the beginning when phenomena were being labeled, but they
ended up as core categories. Furthermore they rose to the top level in both research
questions one and three. Whether this list is truly inclusive is not the focus as much as
noting the repeated observation from ten different pastors of these elements.
The second result, the element connection from preparation to resistance, helps
explain the first result of the repeated emphases. The different phenomena often
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illustrated the positive or negative side of the very same phenomena. We will use the
element of change pace as an example. One pastor speaking about preparation said, “You
can change anything, if you give it enough time.” Another addressing resistance said,
“Most mistakes come from impetuous change.” Again one pastor addressing preparation
said, “Don’t drive people if they’re not ready.” Another looks at reducing resistance and
said, “If people aren’t ready, back off!” The positive approach says deal with pace in the
preparatory period. The negative view says if you do not deal with pacing you will have
more resistance. It is like saying deal with it now or deal with it later. Do it right in
preparation or later it will be a source of resistance. Maxwell notes this dynamic: “When
you prepare well, you convey confidence.… [L]lack of preparation has the opposite
effect” (The 21 Irrefutable Laws of Leadership 42). Part of the repetitiveness of these
elements was dealing with each element from different positions—preparation and
resistance.
The third result is the importance of knowing the group receiving the change. As
most change elements were categorized, many had a subcategory connecting it to the
people. When the leadership category was developed, a subcategory was “understand the
people.” Under the leadership team, a subcategory was “know what’s happening with the
people.” Under communication a subcategory was “address the concerns of the people.”
Under resistance a subcategory was “listen to the people.” The repetition of this kind of
comment necessitates the importance of knowing the group being changed. As one pastor
commented, “They’ll determine if they’ll let you become the leader.”
The fourth result was an “across-the-board” stance of being cautionary towards
moderation. Here are several examples. Even though leaders must be visionary, they
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cannot stay too far ahead of the congregation without coming back to live in their world
of problems and questions. One pastor said, “Sometimes, you have to force yourself to go
back.” Overlooking or ignoring certain people in change is sometimes a temptation, yet
everyone needs to hear and vent. One pastor said, “Delay any decision until all affected
have a chance to weigh in.” Another pastor stated that “you are going to communicate
that vision a hundred times, in big groups, medium-size groups, small groups, and oneon-one conversations.” Nobody is ignored. Sometimes a leader may feel that ramrodding
the change agenda through the opposition is an option, when the suggested path is to slow
down, even change. One pastor said, “Take all precaution to go slow and get buy-in.”
Another shared, “I’d suggest to be flexible with strategy.… [T]he only thing the leader
needs to hang onto is the result. Let the group make the change. Then they feel like part
of the change rather than being forcibly changed.” I believe times arise when leaders
believe they have to speak their minds, even put others, who are being troublesome, in
their place. One pastor said, “Initially I’m defensive, and so I have to make sure I don’t
say the first thing that comes to my mind. So guarding my tongue … is always a
challenge.” Sometimes when change seems stalled, the leader wants to push the change
forward fast. One pastor said, “My feeling is you give me enough time and I’ll get
everybody on board.” Another said, “Sometimes a decision can be stalled.… [E]ven
though few make the decision, you need to get everyone on board.” From the labeled
data, this category showed a cautionary bent to the change process. Instead of leaders
moving too fast, they should step back. Instead of ignoring or overlooking people,
everyone gets a voice. Instead of ramrodding change, people should determine the speed.
Instead of trying to speed up the process, consider trying to get everyone on board.
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Instead of putting an agitator in their place, it would be better to guard agains the quick
response. What emerged here was a picture of a leader, or change process, that moved
and acted with caution or consideration.
One biblical note on moving at a cautionary pace in change is God’s attitude
towards people making the right changes. The Bible says that God “is patient with you,
not wanting anyone to perish, but everyone to come to repentance” (2 Pet. 3:9).
Unexpected Findings
Among the results of this research have been four unexpected findings:
1. the number of preparatory elements identified as important,
2. the different perspectives of the change process and simultaneous steps,
3. the readiness of pastors to give advice and the volume of comments on
resistance, and
4. the common ground of advice on slower pace and trying to get maximum
ownership of change.
Some of these findings are highlighted and others discussed depending on the amount of
previous coverage they have had in this research paper.
The first unexpected finding was the number of elements that the different pastors
identified as important preparatory elements (see Table 4.2, p. 59). With the amount of
writing on change, I expected a shorter list with time-tested categories such as leadership,
vision, and urgency. Although a core of oft-repeated labels emerged, several others were
mentioned. The length of the list from ten highly competent pastors suggests that the path
through change will certainly not be the same for every pastor.
The second unexpected finding was the different perspectives of the change
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process and evidence (or lack) of simultaneous steps. This finding has helped me see that
everybody will effect change in a unique way that combines time-tested measures and
personal strengths and preferences. No two people seem to lead change exactly the same
way, so different explanations of the process are to be expected. What this variety in
leading change does indicate is the importance of the preparation for change.
The third unexpected finding was the readiness of pastors to give advice and the
volume of comments on resistance. I listened to pastors vent, “let me tell you what I’ve
learned” over and over again. The response was amazing, not only because pastors want
to be helpful but also because one aspect of change is dealing with the unexpected and
the obstacles. More direct and indirect data arose on the subject of overcoming resistance
than any other area. This finding helps me realize that pastors have to understand, prepare
for, and be willing to accept the reality of resistance.
The fourth unexpected finding was the common ground of advice on slower pace
and trying to get maximum ownership of change. The change literature, I have thought,
has always given the edge to the strong visionary who will hold fast and persevere until
change is in place. This research depicted a visionary with a willingness to outlast
opposition until change was in place. Perhaps this very attitude is what makes these
pastors good at change. Nothing will deter them from the final goal. Research was
peppered with comments such as “slow down,” “don’t push,” “don’t rush,” “back up,”
“stall,” and others. This result does fit well with actions that help reduce resistance.
Implications of the Findings
The results of this study have produced three significant implications:
1. The importance of the preparatory stage,
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2. The different ways pastors handle change based on their distinctly unique
makeup, and
3. The question of whether change is lead through the leadership or people.
The first significant implication based on this research is the indispensable place
the preparatory stage holds. One focus of this study proposed that six specific preparatory
elements were the key to producing successful change. The results did not identify every
element as significant, but they did imply preparation for change as necessary. One pastor
spoke well for the others about preparations when he said, “The greatest work is that first
phase of preparing.… [T]hat’s where most of the mistakes get made because you
prematurely lead through change before you properly prepare the soil.” Another
observed, “If steps are not in place in the beginning,… you pay a much higher price as a
leader.” The preparatory stage is when all the details need to be in some order. One pastor
stated, “I have to force myself … to think it all the way through.” Another said, “You
have to be able to describe it.” The preparatory stage is so critical that you need to take
time to be fully ready. One pastor suggested that preparation could take years. Rogers has
divided change into two processes—initiation and implementation. Initiation is
comparable to use of the preparation period and it comprises “all of the information
gathering, conceptualizing, and planning for the adoption of an innovation” (403). Rogers
sees change in two stages—preparation and making it happen. Obviously, his research
bears out the importance of preparation if it is half the process.
A second implication of this research suggests that the different ways pastors
handle change may be based on the distinct makeup of each pastor. Two categories fed
the thought behind this implication. One category was the large number of preparatory
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elements suggested. No pastor had exactly the same list as another; therefore, every
pastor uses a little different process to bring change than does another. The other
contributing category was “the leader’s makeup.” This category captured several
comments that promoted the idea that any change has to be a match for the leader’s
makeup. One pastor speaking about vision said, “It just falls to my strength mix.”
Another pastor addressing building support suggested, “I think a lot depends on the
pastor’s gifting.” One pastor speaking about church change commented, “I think it has to
be your DNA. It has to be something you as the leader are passionate about.” The
implication that began to emerge was that leaders choose the parts of the change process
that best fit their distinct makeup. Perhaps the best process to follow in change is not
exactly what another does but what obviously and intuitively fits one’s personality,
strengths, and style.
The third implication of this research raised the question of whether change is
lead through people or leadership. I think the pastor must decide whether he or she will
focus on changing people or leading people through change. Another option that surfaced
in the research is the power of a leadership team or guiding coalition. One pastor said,
“My biggest concern is,… ‘[C]an the leader get the leaders to lead the change?’ If he can,
then its going to work.” Another boldly stated, “[O]ne of the misnomers that people have
is they think it’s how many embrace the change that determines success.… [I]f you get
the right people embracing change, you’ll gain the mass over.” Another said, “There’s
not much you can’t accomplish if your leadership will stand behind you.” One stated,
“Most of our change come from the upper echelon of leadership. Fewer people are going
to be responsible for greater change.” What these pastors are saying is that two groups
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need to be influenced—the leaders and the people. Obviously many work at influencing
both groups. The remaining option is the implication that change might be manageable if
the leader focuses almost solely on leading the leadership team.
God is interested in change, specifically to change people to bring about further
change in families, neighborhoods, and nations. Biblical change engages God and people.
God initiates, equips, and effects true and deep change. Individuals must accept and
choose to be servants of God. Change in individuals requires an individual’s will and
involvement. God has done the preparatory work for change. Change is often brought in
different ways, although the results are the same. God’s pace is one of anticipation and
patience. Many of the findings and implications of this research have clear biblical and
theological support.
Evaluation of the Study
This research project was based on developing a grounded theory from data
gathered from interviews with ten successful large church pastors. The development of
theory followed the process illustrated by Pandit in Figure 3.1 (p. 50). A summary of the
results and implications can be found in Table 5.1.
After evaluating the implications to the research questions, the emerging results,
and the other implications, five areas became recurrent themes. First, although many
individual elements were singled out in the interviews, focus on the four preparatory
elements—the leader, the leadership team, building congregational support, and the pace
of change was repeated.
A second area that maintained repeated attention was the importance of using the
preparatory period to enter a change well prepared.
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A third area that was noted and worthy of continued exploration is how each
leader handles change in his or her own unique way. This observation was noted in the
leadership style, the use of the leadership team, the amount of patience with the
congregation, the pace of change, and other ways.
A fourth area that was an interesting finding was the connection between
preparation and reducing resistance. This finding suggests that the greater one is, the
lesser the other is. A definite correlation exists between preparation and resistance.
A last area that pastors highlighted was the pace of change. The strong opinion
was that change usually is hurried and should be slowed down.
Weaknesses
This study could have been done over an extended period of time that allowed
theory to develop in a slower and even more detailed way. A longer study would have
given more opportunity to revise questions between interviews.
The study may have been aided by having a comparison sample in various areas
such as small church leaders, different church cultures, or pastoral tenure.
This study would also have been aided by having more grounded theory studies
available within the ecclesiastical context.
Strengths
This study demonstrated strength in a least three areas. The first was the caliber of
the ten pastors interviewed. The field of participants represents variety within ministry,
and all have led and experienced significant change. These pastors are some of the top
leaders in this country.
The second area was the reliability or trustworthiness of this study. Not only was
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the study performed by expected research guidelines, but each pastor interviewed could
have been the focus of an individual study. To bring together ten separate case studies
was not the traditional triangulation of three different methods, but it was a strong
comparable study to develop a solid grounded theory on change.
The third strength was the emergent theory that pointed out the importance of
preparation and the connection of preparation to reducing resistance.
Further Research and Study
Since preparation for change is usually given a minimal first-step position, a
future study noting the time length of preparation compared to the time length of
implementing change would be helpful. Roger’s classification of change as a two-step
process of initiating and implementing is foundational. A time length study showing the
percentage of time necessary to prepare would be beneficial.
Another future study that identifies what change elements and methods best fit a
pastor’s personality, strengths, and gifts would personalize how a leader leads change.
One study of value would be how a leader’s tenure reduces resistance to change.
Two terms that emerged in this study were “leadership capital” and “relational capital.”
Both terms were references to what a leader needs to bring change, and the terms were
also used in connection with the pastor’s tenure.
A final research study might be the effect that certain church dynamics—the large
church, the church culture, and the church’s agreed values—have on minimizing
resistance.
Personal Reflections
Much has been written about change and much is yet to be learned and
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researched. This research has been a tremendous journey that has allowed me to take yet
another pass by the keeper of all change secrets, who make all things new, Jesus.
The disciple Peter, as recorded in Acts 10 and 11, was on the verge of facilitating a
critical change for himself and the future church. The difficulty was that it ran contrary to
all he believed and held sacred. In hindsight today’s students do not comprehend the
implications, but to Peter “it was a revolutionary revelation” (Bruce 225). God loves and
accepts everyone equally. Peter resisted but was finally obedient. God had prepared Peter
as a disciple of Jesus, as a participant in Pentecost, and through a special vision. Peter
changed his opinion and his leadership changed the church. The wonder is that the same
Jesus allows us to be agents of change leading others, bringing change with
understanding, and advancing his work.
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Table 5.1. A Summary of Results and Implications
Implications of Research Question 1—
Preparatory Elements

-The leader’s expectations
-The leadership team’s expectations
-Building congregational support
-Communication
-The pace of change
-The details of change

Implications of Research Question 2—
Simultaneous Steps

-The independent and simultaneous use of
elements
-The different perceptions of simultaneous

Implications of Research Question 3—
Reducing Resistance

-The preparation of the leader
-The duties of the leadership team
-The importance of the preparatory stage
-Addressing the opposition
-Managing the correct pace

Emerging Results—Predictable

-The repeated emphasis of five elements
-The element connection from preparation to
resistance
-The importance of knowing the group to be
changed
-The cautionary stance toward moderation

Emerging Results—Unexpected Findings

-The number of preparatory elements identified
as important
-The different perspectives of the change
process and simultaneous steps
-The readiness of pastors to give advice on
resistance
-The common ground of advice on slower pace

Implications

-The importance of the preparatory stage
-The different ways pastors handle change
based on their distinctly unique makeup
-The question of whether we lead change
through leadership or people
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APPENDIX A
Taxonomy of Change Authors
Kotter
• establish urgency
• create coalition
• develop vision + strategy
• communicate vision
• empower employees
• generate short-term wins
• consolidate gain, produce change
• anchor new to culture

Herrington
• personal prep
• create urgency
• establish vision group
• determine vision
• communicate vision
• empower leaders
• implement vision
• reinforce through momentum

Clinton
• evaluate people + situation
• assess situation
• change climate
• find solution
• bridging step (strategy)

Murren
• discover present paradigms held
dear
• show continuity to past
• nurture hunger for new
opportunities
• use vivid word pictures
• spot paradigm tension spots
• allow for dialogue
• use multiple channels of
communication
• enact changes
• celebrate change
• develop stories
• define changing roles

Heller
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

PLAN
focus on goals
identify demand, change
select change
evaluate difficulty
plan ways to involve people
get timescale
make action plan
anticipate effects
anticipate resistance
check plans
IMPLEMENT
communicate change
assign response
develop
commit
change culture
limit resistance
CONSOLIDATE
monitor progress
review
maintain momentum

Rogers
• initiate agenda, problems
identified
• initiate match, a solution
• implement, restructure, do it
• implement, clarify, communicate
change
• implement, routinize
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Duck
•
•
•
•
•
•

stagnation, recognize problem
decide to change
preparation, plan + communicate
vision + strategy shared
determination
friction, reinforce

Harvard
• mobilize commitment, + support,
problem + solution
• develop shared vision
• identify leadership
• focus on results, not activity
• start change at periphery and let
spread, don’t force
• institutionalize change through
policy
• monitor and adjust strategy

Quinn
• initiate desire
• initiate vision
• uncertainty experiment
• uncertainty insight
• transform confirmation
• transform synergy
• routinize master
• routinize routine
Nelson
• agenda
• method
• implement
• clarify
• routine
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APPENDIX B
Interview Questions (Trial Draft)
1. Which of the following changes have you experienced?
-Directing a major building project in excess of $2 million
-Adding another worship service
-Changing an existing service to an alternate worship style
-Relocating a congregation
-Hiring a new staff position
-Experiencing a numerical growth of 1,000 or more
2. Which was most difficult and why?
3. Which was the next most difficult and why?
4. What are the key ingredients to success in change?
5. Is there a period in the timeline of change that’s more critical and why?
6. On the timeline of change, what is important to do before, during, and at the end
of any change?
7. Do you avoid change and why?
8. Do you have a favorite change author and why?
9. What is the best advice you could give to someone facing major transition?
10. What is the best way to get people behind change?
11. If you had to redo one major change, what would you do differently?
12. In your opinion, where are most pastors weak in doing change?
13. Where are you weakest?
14. What is the best way to strengthen momentum in change?
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15. Change usually brings resistance. How can resistance to the change process be
minimized?
16. How do you prepare a church for change?
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APPENDIX C
Interview Questions (Initial Draft)
1. For a significant change to succeed, what elements need to be in place in the
beginning?
2. Have you experienced difficulty initiating a change?
3. If you had to piece together the change process, what would the components be?
4. What is the most critical time in the change process?
5. How does a leader get people behind him to change?
6. What is the best advice you would give to someone considering a major transition
in a church?
7. If you could redo one change you did, where would you start?
8. In your opinion, do you see change as a step-by-step process or a process where
elements work simultaneously together?
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APPENDIX D
Interview Questions (Final Draft)
-Prompt: If you’ve been through a major change, could you describe it?
-Prompt: Is there another?
1. For a significant change to succeed, what elements need to be locked in place in the
beginning or before initiating the change?
2. What had to fit, or be right, between you and God, for change to work?
3. Have you experienced resistance initiating a change?
-Prompt: How did you react, deal with it?
4. If you had to piece together the change process, what would the steps or components
be?
5. What is the most critical time in the change process?
6. What is the most critical stage in change—beginning, middle, or end?
7. How does a leader get people behind him to change?
8. What is the best advice you would give to someone considering a major transition in
a church?
-Prompt: Anything else?
9. If you could redo one change you did, where would you start or what would you
redo?
10. In your opinion, do you see change as a step-by-step process or a process where
elements work simultaneously together?
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APPENDIX E
Categories and Properties—Preparatory Steps
The following categories and properties were recurrent concepts in the interviews that
support the importance of the preparatory steps.
________________________________________________________________________
1. Expectations of the leader
*Holy Discontent: The leader
must embrace God’s vision
with unsettling urgency.
*Change Match: The change
must match the makeup
of the leader.
*Suitable Gifting: The leader
must have gifts to lead
change (not necessarily a
cookie-cutter list).
*Accept the Vision: No
change succeeds if the
leader does not endorse it.
*Commitment to the Change:
A leader should not start a change
that he or she is willing to see
through.
*Salesperson: A leader must
be able to sell himself or herself
and the vision.
*Relational: The leader
must build rapport by
building relationships.
*Trustworthy: A leader
must earn the trust
of the people.
2. Expectations of the
Leadership Team
*Size Unimportant: The
number of people on
the team is not important.
*Choose Carefully: Be
wise with leader choices.
*Competent: Leaders must
understand change and people.
*Supportive of the Pastor:

by supporting the pastor.
*On-board: The leadership
team needs to support the change.
*Consistent: Leadership
consistency develops trust.
*Influencers: The leadership
team needs to influence and
sell change.
3. Vision
*Compelling: The vision must
have intrinsic meaning and
impetus.
*God-given: The
vision must have God’s
fingerprint.
*Church Values: The vision
must reflect agreed values
of the church.
*Past Honoring: The vision.
must connect to and appreciate
the past.
*Reason: Leadership must.
be able to explain the reason
for the vision.
*Benefits: Leadership
must show the benefits
of the vision.
*Picture: Leadership must
show what the vision will
look like.

4. Strategy
*Planned: The strategy must be
completely described.
*Timetable: The strategy must
be fairly predictable.
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The leadership team creates unity
must have milestones by
which progress is visible.
*Early Achievement: The
beginning steps of a
strategy need to be doable.
*Flexible: A strategy has
the ability to flex to
meet unseen revision.
5. Urgency
*Cultivated: Urgency must
be created and cultivated.
*Expose Needs: Urgency
gives clarity to existing needs.
*Communicated: Urgency
must be clearly shared
with the congregation.
6. Communication
*Thought Through: Communication
must be thought through
based on thought through planning.
*Early: Communication should
begin early, giving people
plenty of lead time.
*Regular: Communication
needs to be regular and
repeated.
*With Everyone: All groups
should be aware of
changes.
7. Relational Support
*Build Rapport: Support
comes from building
trust and relationships.
*Leadership Support: Build
relationships with key
influencers and leaders.
*People Support: Build
relationships with
people for and against change.
*Different Communication:
Leaders communicate
differently depending on the relationship.

*Measurable: The strategy
*Prior Relationships:
Relation capital can be
a bank previously established.
*Understanding: Support
comes from understanding
and knowing people.
*Wooing: Support is built
by progressively drawing
people to one’s position.
8. Ownership/Buy-in
*Invitation: Most buy-in
comes by inviting people
to share in the dream.
*Sequencing: Buy-in starts
with the pastor, then leadership, and then the people.
*Maximum: The goal is to
get maximum buy-in from
the people involved.
*Participation: Buy-in
precedes participation in
a change.
9. Pacing
*Speed: The speed of a
change is not important.
*Rushing: The tendency of
change is to rush too soon.
*People’s Timing: People
need to be given time to
process change.
*Pushing People: Pushing
people into change is
counterproductive.
*Rhythm: Leadership
senses an intuitive rhythm
to timing change.
*Holy Spirit: Pacing means
staying in step with the
Holy Spirit.
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APPENDIX F
Categories and Properties—Reducing Resistance
The following categories and properties were recurrent concepts in the interviews, which
support the process of reducing resistance in change.

1. Opposition
*Figure it out: Understand
where the opposition is
and why it exists.
*Build relationships:
Establishing friendships,
rapport, and trust.
*Listen: Make sure
concerns can be
voiced and that they
are heard.
*Apologize: If necessary,
apologize for problems
or misunderstandings.
*Compromise: Many
stages of change are
flexible without sacrificing
the results.
*Guard the Tongue: Words
spoken are gone and the
leader’s self-control is
necessary.
*Value the Person: Even
in disagreement, self-esteem
needs to valued.
2. Timing and Pace
*Patience: Give people time
to accept change.
*Information: Give people
time to get up to speed.
*Ownership: Give people
time to buy into change.
*Vocal Contributions: Give
all affected time to weigh
in with their opinion.

*Readiness: Wait until you
have maximum buy-in.
*Rushing: Rushing people
and decisions causes
problems.
*Stalling: Stalling allows
a leader to posture for
the next step.
3. The Leader
*The Price: Determine the
cost of change for himself or
herself.
*Dual Sources: Resistance
for the leader can be
internal—within, or
external—from people
or outside sources.
*Culture: One responsibility
is to understand the culture
where the change will take
place.
*Emphasize Unity: A leader
will keep more people in
support by emphasizing
things that unite.
*Proper Response: The
proper response is more
important than removing
resistance.
*The Enemy is Satan: The
spiritual leader always
keeps in mind that the
enemy is Satan not people.
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4. The Leadership Team
Informed: Leaders need
to have information
ahead of others.
*Reason: Leaders must
be able to see the need
for change.
*Ownership: Leaders
must accept the change
as theirs.
5. Shared Leadership
*Awareness: Leaders must
must know how the people
are faring, what’s happening.
*Lobbing: Leaders lobby
like mad to build support.
*Lead: Leaders must lead.
*Fires: Leaders must
quickly put out fires.
*Loss: Leaders must expect
loss of people.
*Divine Dependence: Leaders
learn to depend on God.
*Resistance to God: There
is always resistance when
God is at work.
6. The Preparatory Period
*Constant Resistance: There
is always resistance.
*Inadequate Preparation:
Inadequate preparation leads
to trouble.
*Adequate Preparation:
Adequate preparation leads
to high probability of success
in any change.
*Flexibility: Be open to
changing plans as needed
to have success.
*Old Guard: Take time to
inform the old guard of
the church of changes.
*Time Allowance: Provide
ample lead time for any change.

*Maximum Buy-in: Get as
many people on board as
fast as possible.
*Communication: Inform the
people well.
*Momentum: Change will
produce momentum.
7. The People
*Participation: People who
are serving don’t tend to be
complainers.
*Preemptive Visits: Address
issues individually before
group meetings.
*Trial Basis: Some changes
can be tried as experiments
and pose less of a threat.
*Grief Time: Give people
time to grieve during
change.
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